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Abstract
This study investigates the implementation process of a Continuous Improvement 
(CIm) tool using the strategy-as-practice (s-as-p) perspective. The research is 
underpinned by the theoretical approaches of innovation process research, CIm theory 
and the s-as-p perspective. There are a limited number of empirical studies actually 
describing the implementation process of CIm tools. In identifying the need to study 
the behavioural aspects of CIm implementation, this study evaluated the use of a tool 
as something that people “do” rather than something that organisations “have”. By 
adopting the s-as-p theoretical approach it addressed strategy as a phenomenon 
consisting of social action. The scope of the research strategy was to explore the 
implementation process and to gain a thorough understanding of this. Therefore, a 
multi-focus case study research strategy was adopted comparing and contrasting, 
through rich qualitative analysis, eight cases that were either new to or had had 
experience in using a CIm tool.
The research concluded that “collective practice” significantly influences the internal 
life of the implementation process, which is not guided by linear activities but by a 
process of improvisation that requires company-wide commitment. It was evident that 
the factors facilitating the implementation process were a set of incrementally and 
culturally acquired practices such as leadership functions and the collective practices 
of the wider workforce. Implementation process barriers were associated with low 
staff engagement, industry problems, knowledge and strategy-related factors. The 
implementation appeared to have enhanced the capability of the participant 
organisations to continuously improve and to exploit knowledge.
The findings make some important contributions to the s-as-p perspective and to the 
literature on CIm by illustrating how CIm is practiced and integrated within firms 
through the use of a standards-driven tool; the study illustrates that CIm is not 
something that organisations have through CIm tools but is something that 
organisations should constantly be reaching through collective practices. Finally, the 
research suggests that the specific characteristics of the hospitality industry may 
influence some of the CIm behaviours and therefore demonstrates that any strategy 
implementation requires research contextually relevant to the industry.
Declaration
I hereby declare that this thesis has been composed by myself and has not been 
presented or accepted in any previous application for a degree. The work, of which 
this is a record, has been carried out by myself unless otherwise stated and where 
the work is mine, it reflects personal views and values. All quotations have been 
distinguished by quotation marks and all sources of information have been 
acknowledged by means of references including those of the Internet.
Publication
During the research process presentation of the work in progress and academic peer
review took place mainly through conferences.
Rousaki, B., Lockwood, A. & Roper, A. 2009, “Gaining Experience of Continuous
Improvement: a practice approach studying hospitality 
organisations”, forthcoming at 27th EuroCHRIE 
Conference, Helsinki, Finland.
Rousaki, B., Lockwood, A. & Roper, A. 2008, “Practicing Continuous Improvement:
a strategy-as-practice perspective”, presented at BAM 
2008 Annual Conference, Harrogate, UK.
Rousaki, B., Lockwood, A. & Roper, A. 2007, “Exploring the implementation of best
practice: a processual perspective”, presented at ISBE 
2007, Glasgow, UK.
Rousaki, B. & Lockwood, A. 2006, “Leading and managing best practices: a
challenge for hospitality managers”, Hospitality 
Review, Vol.8, No.4, 43-49.
Rousaki, B., Lockwood, A. & Hwang, J. 2006, “The social construction of best
practice adoption: preliminary data from the hospitality 
industry” presented at the 24th EuroCHRIE Congress, 
Thessaloniki, Greece.
Rousaki, B., Lockwood, A. & Hwang, J. 2005, “Introducing change through best
practice adoption in hospitality SMEs”, presented at the 
23rd EuroCHRIE Conference, Paris, France.
List of Contents
A b s t r a c t ................................................................................................................................................................................ i
D e c l a r a t io n ........................................................................................................................................................................n
P u b l ic a t io n ......................................................................    m
L ist  o f  C o n t e n t s ............................................................................................................................................................. iy
L ist  o f  T a b l e s   .................................................................................................................................................... v u
L ist  o f  F ig u r e s .............................................................................................................................................................. v m
K e y  th e sis  t e r m s .........................................   ix
A c k n o w l e d g e m e n t s ......................................................................................................................................................x i
CHAPTER ONE:___________________________________________ ____________________ _______
............................     13
INTRODUCTION TO THE STUDY  ..................................... 13
1.1 In t r o d u c t io n  t o  C o n t in u o u s  Im p r o v e m e n t .................................................................................  14
1.1.2 A typology o f improvement tools and philosophies............................................................... 15
1.2 Im p l e m e n t a t io n  o f  C Im  t o o l s : e v id e n c e  o f  a  p r o b l e m .....................................................................25
1.3 T h e  n e e d  f o r  C Im  im p l e m e n t a t io n  f o c u s e d  r e s e a r c h ....................................................................... 27
1.4 T h e  n e e d  f o r  C Im  im p l e m e n t a t io n  r e s e a r c h  in  h o s p it a l it y ..........................................................27
1.4.1 The attributes o f hospitality....................................................................................................... 29
1.4.2 Overview and importance o f the hospitality sector.................................................................. 31
1.5 A im  o f  t h e  s t u d y   .........................................................................................................................................32
1.6 Sc o p e .......................................................................    32
1.7 St r u c t u r e  o f  t h e  t h e s is ......................................................................................................................................33
CHAPTER TWO: _________________________________________________________________
.......................................................................................................................................................................... 36
IMPLEMENTING A CONTINUOUS IMPROVEMENT TOOL: A LITERATURE REVIEW. 36
2.1 C o n t in u o u s  im p r o v e m e n t .........................................................   36
2.1.1 Process versus product innovation........................   38
2.1.2 Continuous improvement versus radical innovation................................................................ 41
2.1.3 Perceived innovation attributes....................................................................................... 42
2.2  T h e  pr o c e ss  o f  im p l e m e n t a t io n .................................................................................................................... . 44
2.2.1 Stage and process models....................................................................................................  47
2.2.2 Implementing a continuous improvement tool..........................................................................49
2.1 P r o c e s s  f a c t o r s ...................................................................................................................................................... 55
2.1.1 Adoption process drivers............................................................................................................55
3.1.2 Implementation process enablers..........................................   62
2.4  Im pl e m e n t in g  in n o v a t io n  in  h o s p it a l it y ..................................................................................................74
2.4.1 Process factors................................. 77
2.5 C o n c l u s io n ................................................................................................................................................................ 91
CHAPTER THREE:___________________________________________________________________
...........................................................................................................................................................................94
STRATEGY-AS-PRACTICE: TOWARDS A RESEARCH FRAMEWORK................................. 94
3.1 St r a t e g y  p r o c e s s ...................................................................................................................................................94
3.2 St r a t e g y -a s -p r a c t ic e ........................................................................................................................................102
3.3 C o n c l u s io n .............................................................................................................................................................. 112
CHAPTER FOUR:
...........................   114
RESEARCH METHODOLOGY............................................................................................................. 114
4.1 On t o l o g ic a l , e p is t e m o l o g ic a l  a n d  m e t h o d o l o g ic a l  a p p r o a c h   ......................................... 114
4.1.2 Main study: Postpositivism.......................................................................................................115
4.2  O r g a n is a t io n a l  c h a n g e : o n t o l o g ic a l  a n d  e p is t e m o l o g ic a l  a p p r o a c h e s ..........................117
4.2.2Iimplementation as a set o f emergent processes......................................................................118
4.2.3 Epistemology: Process approach............................................................................................119
4.2.3.1 From a processual to a post-processual approach.............................................................................121
4.3 Q u a l it a t iv e  m e t h o d o l o g y .................................................................   122
4 .4  Ca s e  st u d y  r e s e a r c h  s t r a t e g y ...............................................................   125
4.4.1 Implementation as the unit o f analysis.................................................................................... 128
4.4.2 Choosing the case study............................................................................................................131
4.4.3 Multi-focus case design............................................................................................................138
4.5 D a t a  c o l l e c t io n  a n d  a n a l y s is  m e t h o d s ...................................................................... 141
4.5.1 Literature review process.........................................................................................................141
4.5.2 Gaining and maintaining access into the organisations........................................................143
4.5.3 Qualitative research interviews.........................   145
4.5.4 Observation o f meetings...........................................................................................................147
4.5.5 Documentary data .....................................................................................   ..148
4 .6  D a t a  m a n a g e m e n t  a n d  a n a l y s is .............................................  149
4.6.2 Template analysis for the main study.......................................................................................150
4 .7  C r it e r ia  f o r  ju d g in g  t h e  q u a l it y  o f  r e s e a r c h  d e s ig n .................................................................... 153
4.7.1 Construct validity.......................................................................................................................153
4.7.2 External validity.......................................................  :........................................................ 155
4.7.3 Reliability................................................................................................................................... 155
4.7.4 Credibility.................................................................................................................................. 156
4.8  C o n c l u s io n ....................................................................................................  157
CHAPTER FIVE:________________ _________________________________________
........................................................................................................................................................................ 159
IMPLEMENTING A CONTINUOUS IMPROVEMENT TOOL............................   159
5.1 W h y  a n d  h o w  d o  o r g a n i s a t i o n s  im p le m e n t  a  t o o l  t h a t  e n a b l e s  c o n t i n u o u s  
IMPROVEMENT........................................................................   159
5.1.1 Who facilitates the implementation process? Key Practitioners..........................................161
5.1.2 Why do organisations adopt a CIm tool? What triggers the adoption?.............................. 166
5.1.3 How was the implementation process facilitated?................................................................. 174
5.1.4 How was the implementation process inhibited?......................................................   195
5.1.5 What are the perceived benefits from the implementation o f a Cl tool?..............................213
5.1.6 What are the intentions for the future? ................................................................................... 223
5.2 C o n c l u s io n ..............................................................................................................................................................225
CHAPTER SIX:________________ ______________________________________________________
..........................................................................................................................................................  230
CONCLUSION....................................................................................................................................  230
In t r o d u c t io n ................................................................................................................................................................. 230
6.1 T h r e e  In t e r s e c t in g  t h e m e s ............................................................................................................................230
6.1.1 Implementation o f  a CIm tool: an improvisation process..........................................   230
6.1.2 Absorptive capacity and strategic posture..............................................................................239
6.1.3 Contextual differences: industry matters................................................................................ 245
6.2 C o n t r ib u t io n ..........................................................................................................................................................250
6.2.1 Theoretical contribution...........................................................................................................250
6.2.2 Methodological contribution................................................................................................... 251
6.2.3 Practical contribution...............................................................................................................252
6.3 L im it a t io n s  o f  t h e  s t u d y  a n d  f u r t h e r  r e s e a r c h ............................................................................... 255
6 .4  P e r s o n a l  r e f l e c t io n  o n  t h e  r e s e a r c h  jo u r n e y   ...............................................................................258
6.5 C o n c l u s io n ..............................................................................................................................................................260
A pp e n d ix  I: In t e r v ie w  Sc h e d u l e ....................  262
A pp e n d ix  II: L e t t e r  t o  t h e  p a r t ic ip a n t s ......................................................................................................... 264
A pp e n d ix  III: L in e a r  a n d  n o n -l in e a r  p r o c e s s e s ......................................................................................... 266
A p p e n d ix  IV : M a p pin g  l it e r a t u r e  o n  in n o v a t io n  a n d  l e a r n in g  f o c u s .......................................267
v
A p p e n d ix  V: P r o c e s s  t h e o r ie s  o f  c h a n g e   ................................................................................................ 268
A p p e n d ix  VI: C o m p a r is o n  o f  t h e  c h a r a c t e r is t ic s  o f  p a r a d ig m s .....................................................269
A p p e n d ix  VII: S u m m a r y  o f  C a s e E x ............................................................................................    270
A p p e n d ix  VIII: Su m m a r y  o f  C a s e N : N e w  a d o p t e r s .............................................................. ......................... 271
APPENDIX IX : D a t a b a s e  o f  p a r t ic ip a n t s  a n d  t h e ir  r o l e s .....................................................................273
A p p e n d ix  X : E x a m p l e  o f  d a t a  a n a l y s is  a n d  c o d in g  t o  e m e r g e n t  s u b -c a t e g o r y ...................276
A p p e n d ix  XI: E x a m p l e  o f  m e e t in g ’s  f ie l d  n o t e s   .......................................................................................278
A p p e n d ix  X II: E x a m p l e  o f  st a ff  in t r o d u c t io n  t o  C Im  t o o l ................................................................279
A p p e n d ix  XIII: E x a m p l e  o f  a  t r a n s c r i p t ...................................................................   283
A p p e n d ix  X IV : A c t iv it y  T h e o r y ..........................................................................................................................297
, A p p e n d ix  XV: T e m p la te  A n a ly s i s  P r o c e s s :  i n i t i a l  a n d  r e v i s e d  t e m p l a t e s ............................... 300
A p p e n d ix  X V I: O r g a n is a t io n a l  D e v e l o p m e n t ........................................................................................... 306
REFERENCE LIST................................................................................................................................... 314
vi
List of Tables
TABLE 1.1: AUDIT FRAMEWORKS A S A N  AID TO ORGANISATIONAL DEVELOPMENT FOR HIGH-INVOL VEMENT
INNOVATION.................................................................................................................................................................................................22
TABLE 2.1: ‘4PS OF INNOVATION ...................................................................................................................................   39
TABLE 2.2: DISTINGUISHING FEATURES OF DIFFUSION OF INNOVATION (DI), ORGANISATIONAL INNOVATIVENESS
(01) & PROCESS THEORY (PT) RESEARCH.......................................................................................................................  46
TABLE 2.3: PROCESS ACTIVITIES FOR ADOPTING AND IMPLEMENTING A CIM TOOL................. 51
TABLE 2.4: ADOPTION DRIVERS FOR PROMISING PRACTICES...................................................................................................58
TABLE 2.5 CHARACTERISTICS OF COMPETITIVE COMPARISON-ANALYSIS VS. BENCHMARKING .................................61
TABLE 2.6: BENCHMARKING TYPES .....................................................................................................................................................62
TABLE 2.7: CONTINUOUS IMPROVEMENT CORE CAPABILITIES AND CONTRIBUTING BEHA VIOURS............................65
TABLE 2.8: ENABLING AND INHIBITING PRACTICES OF CONTINUOUS IMPRO VEMENT 1MPLEMENTA TION
PROCESS........................................................................................................................................................................................................66
TABLE 2.9: CONTRIBUTING FACTORS TO THE INNOVATION INITIATION AND IMPLEMENTATION IN  THE
HOSPITALITY INDUSTRY.................................................................................     80
TABLE: 2.10 FINDING A FOCUS FOR BENCHMARKING ................. 58
TABLE 2.11: FACTORS FOR INCREMENTAL INNO VA TIVE PRACTICES IN  THE HOSPITALITY SECTOR ........................... 90
TABLE 2.12: IMPLEMENTATION PROCESS OF A CIM TOOL: ANTECEDENTS, DECISION DRIVERS AND PROCESS
ENABLERS..................................................................................................................................................................................................... 92
TABLE 3.1: CONTRIBUTIONS AND LIMITATIONS OF THE STRATEGY PROCESS PERSPECTIVE......................................101
TABLE 3.2: THEORETICAL DEFINITIONS AND A CONCEPTUAL FRAMEWORK FROM A STRATEGY-AS-PRACTICE
PERSPECTIVE.............................................................................................  ..109
TABLE 4.1: TOWARDS A POST-PROCESSUAL PERSPECTIVE....................................................................................................... 121
TABLE 4.2: UNDERSTANDING THE PROCESS OF CHANGE: CONTRIBUTION AND CRITICISMS FROM THE
QUALITATIVE AND QUANTITATIVE RESEARCH ......................................................................................... 124
TABLE 4.3: A SCHEMATIC COMPARISON OF CASE STUDY WITH EXPERIMENTAL AND SURVEY APPROACHES. 127
TABLE 4.4: DEFINING THE TIMEFRAMES OF THE IMPLEMENTATION PROCESS........................................................  129
TABLE 4.5: PRELIMINARY STUDY'S ORGANISATIONS.................................................................................................................... 136
TABLE 4.6: MAIN STUDY'S CASES.........................................................................................   138
TABLE 4.7: TWO EXPLORATORY STUDIES OF EMPIRICAL RESEARCH....................................................................  141
TABLE 4.8: MAIN STUDY'S INTERVIEWS............................................................................................................................................ 146
TABLE 4.9: OBSERVATION OF MEETINGS.....................................................................................................................   147
TABLE 4.10: DATA ACCESSIBILITY TO ANNUAL ASSESSMENT REPORTS FOR THE PRELIMINARY AND MAIN
STUDIES................................................................................    149
TABLE 4.11: CASE STUDY TACTICS FOR FOUR DESIGN TESTS  ............................................................................................ 153
TABLE 4.12: TRIANGULATION OF DATA FROM MULTIPLE RESOURCES.................................................................................154
TABLES. 1: PRACTITIONERS A T  IMPLEMENTATION: ILLUSTRATIVE QUOTES OF LEADERSHIP FUNCTIONS..............163
TABLE 5.2: CUSTOMISED INTERPRETATION OF THE 10 STEPS IN  THE QUALITY MAP OF THE CIM TO O L ................ 175
TABLE 5.3: EXAMPLE OF TOOLS AND DOCUMENTS ASSESSING CIM.................................................................  179
TABLE 5.4: EXAMPLE OF UNIT MANAGERS RESPONSIBILITIES AND TRAINING FOCUS FOR ACHIEVING
HOSPITALITY ASSURED.......................................................................................................................................................................... 191
TABLE 5.5: MULTI-UNITS FOLLOWING A STAGE-IMPLEMENTATION APPROACH...............................................................204
TABLE 6.1: IMPROVISATION: LINKING CONCLUSIONS WITH FINDINGS...............................    237
TABLE 6.2: ABSORPTIVE CAPACITY: LINKING CONCLUSIONS WITH FINDINGS................................................................... 243
TABLE 6.3: INDUSTRY MATTERS: LINKING CONCLUSIONS WITH FINDINGS.........................................................................248
List of Figures
FIGURE 1.1: A TYPOLOGY OF IMPROVEMENT TOOLS AND PHILOSOPHIES. ................................................................... 16
FIGURE 1.2: THEPDCA CYCLE AND THE ROLE OF GROUP OF WORKERS IN  KAIZEN ....................................................... 19
FIGURE!.3: STRUCTURE OF THE THESIS...............................   35
FIGURE 2.1: MAINSTREAMS ON INNOVATION AND LEARNING FOCUS LITERATURE......................................................... 38
FIGURE 2.2: DO BETTER’AND D O  DIFFERENT'INNOVATION PROCESS............................................................. 50
FIGURE 2.3: MODELS OF THE ADOPTION PROCESS OF ADMINISTRATIVE INNOVATIONS..............................................52
FIGURE 2.4: THE FIVE-STAGE CONTINUOUS IMPROVEMENT CAPABILITY M O D EL  ...................................................54
FIGURE 3.1: THE PRIMACY OF THINKING A T  THE STRATEGY PROCESS............................................................................... 96
FIGURE 3.2: STRATEGY-AS-PRACTICE CONCEPTUAL FRAMEWORK......................................   109
FIGURE 3.3: STRATEGY-AS-PRACTICE AND CONTINUOUS IMPROVEMENT THROUGH THE USE OF A TOOL I l l
FIGURE 4.1: A TYPOLOGY OF APPROACHES FOR STUDYING ORGANISATIONAL CHANGE.............................................118 -
FIGURE 4.2: TWO APPROACHES TO EXPLAINING STRATEGIC CHANGE...................................................  120
FIGURE 4.3: THE TEN KEY STEPS TO ACHIEVING THE INDUSTRY STANDARD   ................................................. 132
FIGURE 4.4: THE DIFFUSION OF THE CIm TOOL............................................................. -...........................................................    .132
FIGURE 4.5: BREAK DOWN OF ACCREDITATIONS BY SECTOR.................................................................................................133
FIGURE 4.6: EVIDENCE OF CONTINUOUS IMPROVEMENT....................................................................................................... 134
FIGURE 4.7: YEAR ON YEAR COMPARISON 2006-2009........   136
FIGURE 4.8: NEW VERSUS CONTINUING HA USERS.............................................................   136
FIGURE 4.9: MULT1-F0CUS-CASEESIGN......................................................................................................................................... 140
FIGURE 4.10: ANALYTICAL PROCESS AUDIT TRAIL: FINALT EMPLATE..................................................................................152
FIGURE 5.1: ILLUSTRATED MESSAGE A T  THE WHITEBOARD OF A MEETING ROOM.........................................................176
FIGURE 5.2: ACTIVITY SYSTEM OF IMPLEMENTING A CIm TOOL.............................................................................................227
Key thesis terms
This section defines the key related terms derived from formal definitions established in the 
literature which are adapted or conceptualised specifically for this study.
Activity
Theory:
A psychological meta-theory, or a framework, that views human activities as 
complex, socially situated phenomena grounded in historical and cultural 
contexts. Activity Theory emphasises the notion of human interaction with 
the environment through various mediating artefacts (e.g., language, physical 
: tools), which may enable or constrain human activities. Activity Theory is 
primarily used by both theoretical and applied psychology and learning 
sciences (Engestrom, 1999).
Activity
system:
A unit of analysis in Activity Theory that is defined as the structured 
interactions of a subject (one or more individuals) with long-term and/or 
continuously renewed objects (tasks, problem domains) through the 
i mediation of tools (e.g., methods, technologies) and rules (e.g., standards, 
: prescriptions), which are used by the subject to transform an object into an 
| outcome (Engestrom, 1999).
Best practice: ; Any practice, know-how, or experience that has proven to be valuable or 
i effective within one organisation that may have applicability to other 
organisations (O’Dell and Grayson, 1998)
Continuous
improvement
(CIm):
Continuous improvement (CIm) has been defined as “an organisation’s wide 
process of focused and sustained incremental innovation -  represents an 
important element in such dynamic capability since it offers mechanisms 
whereby a high proportion of the organisation can become involved in its 
innovation and learning process...It corresponds to what is already known as 
‘kaizen’ ” (Bessant and Francis, 1999:1106).
j CIm tools: Tools that enable steady-state/incremental innovation in the form of 
continuous improvement (e.g. TQM, EFQM, Balance Scorecard) and have 
been researched under the term of best practices, promising practices, 
interventions, quality or performance management frameworks.
Continuous 
i innovation
Developing and managing exploitation and exploration simultaneously 
(Benner and Tushman, 2003).
Exploration ! Involves the pursuit of new knowledge through searching and discovering 
| future opportunities, experimentation, radical innovations and changes, risk 
1 taking, entrepreneurial mindset and tolerance to failure. (Levinthal and 
! March, 1993; March, 1991:71).
Exploitation Involves the use and development of things already known through process 
j  management, selection, implementation, execution, refinement, developing 
; effective routines, incremental innovation for known markets, quality and 
I efficiency (Levinthal and March, 1993; March, 1991:71)
i  Improvisation Organisational improvisation is about continuously reconstructing processes 
and designs; the creation of something while it is being performed (Weick, 
1993:348). Improvisation needs to be enforced by organisational members 
and not just a small group of people in order to ‘move’ in some way through 
the organisation”. Improvisation gives primacy neither to formulation 
(decision to adopt) neither to implementation but describes the process as 
thinking in action and action as it unfolds. (Rasche, 2008:232,308).
Innovation as a 
process:
As adoption of an internally generated or purchased device, system, policy, 
j programme, process, product or service that is new to the adopting 
organisation. And the process of innovation is conceived as the process of 
: initiation that consists of activities that lead to a decision to adopt and the 
process of implementation that consists of all events and actions that facilitate 
putting an innovation into use and continuing using it (Rogers, 1983; 
Damanpour, 1991:562-556).
Practices Those tools and artefacts that people use in doing strategy work such as 
administrative mechanisms (e.g. performance control systems), discursive 
practices (e.g. use of terminology) and interactive practices (meetings, 
i  workshops, away days) (Jarzabkowski, 2005:9)
Strategy as 
practice
A research agenda concerned with strategy as situated, socially accomplished 
! activity constructed through the actions and interactions of multiple actors, 
i (Jarzabkowski and Spec, 2009; Jarzabkowski, 2005:7; Whittington, 2002)
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Chapter One:
Introduction to the study
This study investigates the implementation process of a Continuous Improvement 
(CIm) tool. Continuous improvement (CIm) has been defined as “an organisation’s 
wide process o f sustained and focused incremental innovation ” and has been linked 
with the term “kaizen” since it requires company-wide, bottom-up involvement 
(Bessant and Francis, 1999:1106). The process of CIm implementation, by its very 
nature, inevitably introduces fundamental changes to the operations of each involved 
unit and organisation. The management of such change is possibly one of the most 
important issues that enterprises are challenged to deal with. Using tools that enable 
CIm is considered an important catalyst in this process.
This chapter determines why there is a need to investigate from a strategy-as-practice 
(s-as-p) perspective how organisations implement a CIm tool. The chapter firstly 
outlines a typology of CIm tools and the evidence that suggests that organisations 
experience implementation process problems when adopting them. Due to the fact 
that there are a limited number of empirical studies that actually describe the 
implementation process of CIm tools, and that the majority of existing research fails 
to cover implementation or neglects the behavioural aspects of the process, this 
chapter then identifies the need to investigate the implementation process under the s- 
as-p research agenda. Since the majority of innovation management and CIm theories 
have been biased towards manufacturing, the chapter then identifies the need to 
investigate the implementation of CIm in the context of the hospitality sector using a 
CIm tool as a vehicle. This chapter concludes with the research’s aim, scope and the 
structure of the thesis.
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1.1 Introduction to Continuous Improvement
CIm was first defined in the USA and was later exported into Japan under the term 
“kaizen” and during the 1980s was re-introduced in the West under the related 
concepts of Total Quality Production and Lean Production (Aloini et al. 2008). CIm 
has been defined and is perceived here as “an organisation’s wide process o f focused 
and sustained incremental innovation -  represents an important element in such 
dynamic capability since it offers mechanisms whereby a high proportion o f the 
organisation can become involved in its innovation and learning process...It 
corresponds to what is already known as kaizen” (Bessant and Francis, 1999:1106). 
Kaizen triggers process-oriented thinking since processes must be improved before 
better results are obtained (Terziovski, 2002). Imai (1986), for example, defines total 
quality control as structured improvement activities involving everyone in the 
company towards improving performance at any level. Jha et al. (1996) define CIm as 
a collection of activities that constitute a process intended to achieve performance 
improvement. It is viewed as a capability that requires company-wide involvement 
and is embedded in policies, practices and behaviour assuring a continual 
improvement of performance, technically, socially and economically (Berger, 2001). 
It is also considered a long-term incremental strategy which requires time before it 
proves worthwhile. Quoting Masaaki Imai (1986:23), a leading Japanese 
improvement expert:
“Western management worships at the altar o f innovation. This innovation is seen as 
major changes in the wake o f technological breakthroughs, or the introduction o f the 
latest management concepts or production techniques. Innovation is dramatic, a real 
attention-getter. Kaizen, on the other hand, is often undramatic and subtle, and its 
results are seldom immediately visible. While kaizen is a continuous process, 
innovation is generally a one-shot phenomenon. ”
CIm has been investigated in the literature from different perspectives: the tools and 
the learning capabilities that support CIm and allow organisations to innovate (e.g. 
Bessant et al. 2001); the impact of tools and of CIm capabilities on performance (e.g. 
Corso et al. 2007); the influence of contextual factors in the relationships between 
CIm and performance (e.g. Jorgensen et al. 2006; Dabhikar et al. 2008; Corso et al. 
2008) and the simultaneous assessment of CIm abilities, tools and performance (e.g.
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Aloini et al 2008). The majority of the research shows that CIm abilities and tools 
significantly and positively affect performance. In particular, studies have shown that 
performance is influenced from tools, through abilities (Corso et al. 2007; Aloini et al. 
2008). This study investigates the implementation of a CIm tool that brings 
incremental process changes to the organisational system, i.e., incremental process 
innovation. These changes do not provide a new product or service but can influence 
their introduction (Damanpour, 1990). The next section presents a typology of 
improvement tools and philosophies with the aim of emphasising the standard-driven 
approach of some of these tools.
1.1.2 A typology o f  improvement tools and philosophies
Andersen and Loland (2001:213) classified the improvement tools and philosophies 
according to the possible areas generating competitive advantage (see Figure 1.1). 
Although some of them are wider philosophies that contribute to more than one of 
these areas, the area to which each single tool has been assigned merely reflects the 
most predominant features of the tool. These tools and philosophies work at different 
levels of the organisation. The pyramid shown in Figure 1.1 illustrates these 
differences in system tools, strategy tools, holistic philosophies, complex 
improvement tools and improvement tools. The most widely applied tools according 
to the UK Continuous Improvement Survey (Boer et al. 2000:28), might be used for 
display and visualisation (e.g., charts, histograms); process mapping (e.g., flow 
diagrams); creativity and idea generation (e.g., brainstorming); standardisation (e.g., 
job descriptions, manuals), and problem identification tools and checklists.
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CIm implementation: a standard-driven approach
Standards
In modem organisations and societies standards are proliferating. They can be met in 
most fields (e.g. corporate governance, financial and social auditing, product 
development, technical design) and can take many forms (e.g. membership standards, 
multi-stakeholder standards) (Brunsson et al. 2009). The importance of standards in 
all areas of contemporary organisational life has been largely emphasised in the 
literature (Seidl, 2007). In a wider sense standards can be defined as a particular type 
of voluntary rules, set out in explicit statements, and formulated to pertain to a wide 
set of actors (individuals or organisations) and can be found in all kind of private, 
public, individual and global levels. According to Deming (1986:297-308), standards 
are voluntary when compared with regulations. Nevertheless, institutional recognition 
or a company’s reputation is reinforced through standards or quality awards (Xu, 
2000).
A key actor in the “professionalization” of CIm and the involvement of the workforce 
has been Frederick W. Taylor’s Scientific Management (Boer et al. 2000). In 1912, he 
wrote (Taylor, 1912: 55):
“You must have standards. We get some o f our greatest improvements from the 
workmen in that way. The workmen, instead o f holding hack, are eager to make 
suggestions. When one is adopted it is named after the man who suggested it, and he 
is given a premium for having developed a new standard. So, in that way, we get the 
finest kind o f team work, we have true co-operation, and our method ... leads on 
always to something better than has been known before T
Industrial standards are rules that govern much of the technical and daily relationships 
within and between firms. The implementation of systems such as the IS09000, the 
Malcolm Baldridge National Quality Award in the United States or the European 
Quality Awards in Western Europe influence the organisation of companies largely 
through mandating documented process controls throughout the firm that help 
employees measure quality, take corrective actions when quality drops and keep
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detailed records assuring that the procedures are being met over time. This kind of 
certification is an ongoing process where third-party auditing and certification assure 
that the various tasks are being performed properly. These quality management tools 
and techniques have been promoted as rational means to increase organisational 
performance. Over time, the number of potential adopters of standardised quality 
management systems has expanded to all kinds of organisations, even service 
companies (Beck & Walgenbach, 2005).
Many organisations are involved in developing, sustaining and implementing 
standards and thus take roles as standard makers, adopters, monitoring and 
certification agencies, and the wider public (Brunsson and Jacobsson, 2000:9; 
Brunsson et al. 2009: 453). Therefore, there are various dynamics underlying 
standardisation in terms of developing, adopting, following or enforcing standards. In 
particular, with regards to the implementation of standards there are various dynamics 
in:
• how standards are implemented in organisations;
• what drives firms to adopt standards;
• what impact be expected from the implementation of standards;
• how and why standards are modified during implementation;
• whether the implementation enables or hinders creativity and innovation;
• whether implementation is superficial.
According to Seidl (2007) and Brunsson et al. (2009), apart from research on 
individual standards like IS09000 which have become an institutionalised practice 
(e.g. Beck and Walgenbach, 2005), the implementation of standardisation has 
received limited attention in the social sciences. The next section presents the 
standard-driven approach of CIm.
Standardisation, improvement and kaizen
The Japanese management created kaizen as the Japanese form of CIm which has 
become to be known after the publication of Masaaki Imai’s book: KAIZEN The Key 
to Japan’s Competitive Success (Imai, 1986). The concept of “kaizen”, i.e. the notion 
of “continuous improvement” with wide-company participation, can take place in a
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culture where change is accepted, institutionalised and constantly initiated (Proctor et 
al. 2004).
Kirby (2003) argues that creativity is the ability to think new things, while innovation 
is the ability to do new things. The incremental approach to creativity has its roots in 
the Japanese cultural background and “kaizen” is an example of this incremental 
approach since the Japanese do not believe in sudden change like Westerners; they 
strive to improve things effectively, thereby producing small improvements little by 
little (Proctor et al. 2004). The approach of small groups of volunteers making 
suggestions for improvements appealed much more to the group-oriented Japanese 
culture. Although the higher levels in the hierarchy still control the CIm process, it is 
basically the workers who are involved in identifying opportunities for improvement 
and developing solutions, deciding which opportunities will be pursued, checking the 
effectiveness of solutions and translating good practices into new Standard Operating 
Procedures (SOPs) (Boer et al. 2000). For example, the PDCA cycle in Figure 1.2 
represents a continuous process consisting of four stages (Boer et al. 2000:7):
Figure 1.2: The PDCA cycle and the role of (group of workers) in kaizen
plan: m anagem ent
do: individual 
workers 
amkor quality 
control circle
check: inspectors 
and m anagem ent
Source: Boer et al (2000:7)
act:
m anagem ent
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1. Plan, planning improvements, based on an analysis of current practices and 
performance;
2. Do, i.e. implementing the plan;
3. Check whether the changed practices have brought about the expected 
improvements; and, if that is the case;
4. Action, make the new practice into a standard, which is then challenged with 
new plans for further improvement.
The PDCA cycle emphasises the prevention of error recurrence by establishing 
standards and the ongoing modification of those standards through company-wide 
involvement. Ishikawa (1985:56-61) stated that: “if  standards and regulations are 
not revised in six months, it is proof that no one is seriously using them. ”
Kaizen is ongoing improvement, involving everyone (Imai, 1986:3), and is a generic 
concept that can be applied to every aspect of everybody’s activities (Imai, 1986: 9). 
According to Imai (1991), kaizen is explicitly:
• process-oriented: results can only be improved if processes are improved;
• people-oriented, based on the belief in people’s inherent desire for quality and 
worth, and that this will pay in the long run;
• standard-oriented: there can be no improvement where there are no standards.
The emphasis on incremental change is central to the philosophy of process 
improvement developed by Imai (1986). He also made a clear distinction between 
kaizen (incremental improvement) and (radical) innovation. According to Bessant 
(2003), examples of tools that enable steady-state/incremental innovation in the form 
of continuous improvement are the following (see Table 1.1):
• Total Quality Management (TQM);
• European Foundation for Quality Management Excellence Model (EFQM);
• the adoption of quality certification systems such as ISO900.
Research shows that the adoption of practices such as TQM, EFQM, and the adoption 
of quality certification systems such as ISO9001 (see Table 1.1) are examples of tools 
that have had a substantial impact on the performance of firms (Aloini et al. 2008;
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Coulambidou & Dale, 1995; Finn & Porter, 1994; Ford & Evans, 2001). The literature 
offers a variety of data, especially from Japanese, US and, increasingly, European 
organisational settings suggesting that the adoption of these management practices 
that enable incremental innovation may influence organisational performance and can 
enhance the continuous improvement capability of the firm (Aloini et al. 2008). A 
good example of steady-state process innovation in all industries and sectors is the 
adoption of industry standards, such as ISO quality standards, which bring 
incremental efficiency improvement within the existing structures and capabilities 
(Delbridge et al. 2006). Organisations which have adopted quality management 
techniques such as ISO 9000 are generally perceived to be more innovative and rated 
higher in terms of managerial competence (Beck and Walgenbach, 2005).
These tools in Table 1.1 are assessment frameworks that act as tracking systems and 
may lead to CIm if they are championed, enforced, used and accepted throughout the 
organisation (Hermann, 1999). For example, quality management assessments give 
benchmarking indicators of an organisation’s performance against the management 
framework criteria, with the objective of identifying key strengths and opportunities 
for improvement. The use of these tools facilitates increased efficiency and helps 
remove wasted steps or make unwanted practices redundant. Therefore they are 
important for companies in the highly competitive global market. These vehicles in 
Table 1.1 are used as (external and self) assessment practices, which improve 
managerial processes by stimulating new routines and improvising effective ones. 
Through the process of constant re-assessment, key strengths can be leveraged and 
refined (Ford and Evans, 2001). Also opportunities for improvement can be identified 
leading to the adaptation of practices that stimulate organisations to perform better. 
Literature in the manufacturing sector suggests that, for example (Voss et al. 1995), 
companies which have achieved world class status have adopted such best practices 
and have achieved high performance in operational areas.
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Table 1.1: Audit frameworks as an aid to organisational development for high-involvement 
innovation.
Assessment Key focal points Key benefits Key tendencies
frameworks
Baldrige Total quality • A structured framework describing • Be driven by
Award, high levels of capability (“excellence” senior
Deming is a term often used), which is rooted in management
Prize, both research and experience
EFQM, BEM • Within this framework a disaggregated • Take the form
Investors in HR practices view of the components of success or of company-wide
People; excellence—it is not a case of doing a initiatives
Partnerships single thing well, but of all-round
with People performance in a number of areas •Have relatively
Balanced Financial and non- • A measurement framework that long timescales
Scorecard financial measures of 
performance (Kaplan
awards some kind of score for levels of 
achievement in different areas of the
(often years)
and Norton, 1996) model • Have a greater
Six Sigma Quality process • External/independent assessment via impact on the
applied to all activities trained facilitators or the development organisation than
ISO 9000 Quality assurance of in-house certificated assessors who smaller vehicles
and processes can perform this role using the reference
derivatives model framework • Be resource
CIRCA High involvement • Mechanisms for development and intensive
model innovation (Bessant et 
al. 2001)
improvement of the model over time
Source: Bessant (2003:209)
Companies either benefit from conformance with standards, or bear the consequences 
of non-conformance or over-conformance. Evidently, standards such as the ISO series 
which have been rapidly adopted during the last two decades lead to a rule-bound and 
standardised patterns of behaviour. Rule-bound behaviour is expressed through rules, 
routines and formal role systems and has often been regarded as a mechanism of 
bureaucracy. However, it is also argued by Kallinikos (2004) that the construction of 
formal role systems for regulating organisational behaviour emerged as a historical 
innovation that modem organisations needed, both for legitimacy and for controlling 
their operations. Beck and Walgenbach (2005) also argue that organisations that adopt 
standards such as ISO appear to be in line with the perceptions of modem and rational 
organisations and thus increase legitimacy. Adler (2005) contributing to the under-
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explored standards-driven approach to CIm, investigated the effects of bureaucratic 
rationalisation on relatively non-routine, knowledge-work activities (using the 
Capability Maturity Model implementation in software companies). He concluded 
that this type of implementation hindered and helped efforts to improve on the 
technical dimensions.
Standardised behaviour plays an important role in many market-driven and customer 
targeting-and-responding organisations, such as hotels, airlines or banks, where 
spontaneous behaviours such as smiling, wording and eye contact have been shaped 
in a standardised mode of human conduct (Kallinikos, 2004). Evidence has also 
shown that the use of these tools can help reduce liability costs, establish common 
objectives within and across companies, increase certainty and competitiveness, and 
improve efficiency (Casper & Hancké, 1999).
In a Harvard Business Review debate (HER, 1992: 134-141) some emphasised the 
benefits of the Baldrige Award, arguing that (Xu, 2000:444):
1. it has raised the awareness of US business regarding quality;
2. it acts as a framework for measuring efforts undertaken;
3. it has been an agent for change;
4. it connects process with results, cause and effect;
5. it enables continuous improvement;
6. the evaluation process offers an opportunity for improvement.
According to Boer et al. (2000) most CIm is still based on the generally accepted 
premise that a standard is needed in order to be able to improve. To this end, 
standards are a powerful form of intervention (Xu, 2000).
On the other hand, the opponents to quality awards argue that, despite the emphasis 
on improvement, the criteria offer limited accommodation to change. For example, in 
the HER debate they argue that the Baldrige Award (1992:136-140)
1. is reticent to change;
2. the fixed criteria and the scoring system ignore the dimensions of competition;
3. innovation is absent from the criteria;
4. human creativity is hindered due to the urge towards bureaucracy.
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Deming also argued in the HBR (HBR, 1992) debate that while all performance 
models are flawed, some are useful up to a point and are bom out of specific historical 
conditions (such as the Baldrige Award) (HBR, 1992:146). Any award is based on an 
underlying model against which performance is assessed. These flaws of the Baldrige 
Award have also been found in the implementation of other quality systems. For 
example, Beck and Walgenback (2005) in their study found that the implementation 
of standardised quality management systems (e.g. ISO 9000) reduces the flexibility of 
organisations. Bessant (2003:211) also indicates that the challenges of implementing 
practices such as EFQM or the Balance Scorecard models are the following:
■ Such interventions tend to encourage a standards approach which means that 
organisations need to configure and adapt them to their local context;
■ As the organisation moves to higher level of continuous improvement (e.g. leading 
CIm and becoming a learning organisation stage) it is unlikely that such schemes that 
offer process standardisation will force the organisation to move higher.
Quality and productivity improvement through standardisation is a proven modem 
occurrence (Lillrank, 2003). Although efforts to increase organisational effectiveness 
through standardisation and quality techniques have been successful in repetitive 
production and administrative processes, when it comes to non-routine processes (i.e., 
change) this is not the case (Lillrank, 2003). Therefore, it is important to acknowledge 
that the innovation triggered by these practices is mainly incremental and may have 
limitations.
One should also bear in mind that the Japanese designed the Deming Prize in 1951 to 
promote creativity in management (Xu, 2000). For example, to the Japanese the 
kaizen practice has been an effective mechanism through which incremental changes 
are nurtured through a company-wide process (Imai, 1986). According to Xu 
(2000:445), when change is perceived as a disruptive force in an established 
framework, the usual response is to resist and hold on to the status quo. Although 
change causes disruption, the question is how to let it come in a non-destructive way. 
For example, Xu (2000) suggests that if channels are built, energy caused by change 
maybe released regularly before an eruption occurs. To this end, she continues by 
saying that “instead o f making kaizen conform to standards all the time, it is the latter
24
that need adjustment, to the pace o f improvement and innovation”. Lillrank (2003) 
further argues that the challenge for the practising manager would be how to manage 
an organisation that operates under standardisation and change. Finally, even the 
practising scientist needs to accommodate the fact that research is a combination of 
creative play with highly routinised reading, and extremely standardised work with 
data and references (Lillrank, 2003:230).
It is evident that CIm should not be taken as the only approach for companies to be 
successful in today’s competition. Imai (1986) himself suggests the idea in which 
continuous incremental changes and dramatic, and discontinuous changes can coexist 
and interrelate for more effective change processes in organisations. Similarly, 
Tushman and O’Reilly (1996) suggest the concept of ambidextrous organisations, the 
ones that are able to implement both incremental and radical change.
This study investigates the implementation process of Hospitality Assured. 
Hospitality Assured (HA) is a CIm performance framework and is considered to be 
the standard for service and business excellence in the hospitality industry. It is 
recognised and endorsed by the British Quality Foundation and the Quality Scotland 
Foundation as meeting the criteria of the EFQM Excellence Model, which is owned 
by European Foundation for Quality Management. According to Figure 1.1 and Table 
1.1, HA is a structured framework that awards some kind of score for levels of 
achievement in different areas of the model via trained certified assessors. HA 
implementation is not a case for doing a single thing well, but a case of continuously 
improving in a number of areas. Statistical data on the overall population that uses 
this CIm tool (HA) shows evidence of CIm (see Chapter Four: Choosing the case 
section). This study will explore how organisations have initiated and implemented 
the tool’s standards and how that process was facilitated or inhibited.
1.2 Implementation of CIm tools: evidence of a problem
Over the past twenty years organisations have striven to achieve operational 
effectiveness by adopting new promising or best practices of management thinking 
(e.g. TQM, EFQM). However, evidence suggests that firms may not always be able to 
manage the implementation process effectively (Laugen and Boer, 2007; Tidd et al. 
2005; Bessant et al., 1996; Cohen, 1990; Szulanski, 2000) and have identified the
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adoption of CIm practices as an area where, in particular, UK firms need to improve 
(DTIa, 2003; Porter & Ketels, 2003). Research in the US has also concluded that very 
few respondents actively facilitated and measured the adoption of knowledge 
management activities (APQC, 2003). Leseure et al. (2004), conducting a systematic 
literature review on the adoption of promising practices in the UK, concluded that 
although there is evidence to suggest that an adoption gap exists, the root causes of 
this gap cannot at present be diagnosed from the available evidence. Other studies 
also confirm serious adoption and implementation problems in the UK. These studies 
suggest that:
■ A considerable number of continuous improvement programmes fail (Bessant et 
al. 1996);
■ passive, cost-focused rather than value-focused organisations are often the ones 
which fail to successfully adopt best practices (Birdi et al. 2003);
■ although UK companies conduct benchmarking activities and identify best 
practices, they do not go through any implementation effort due to their inability 
to bridge the large performance gap (Davies and Kochhar 1999, 2000);
■ the UK appears to have less planned future investments in best practices compared 
to Australia, Japan and Switzerland (Clegg et al., 2002)
Gallagher and Austin (1997) also investigated cases of high-involvement innovation 
in the manufacturing and service sectors (insurance, aerospace, electronics, 
pharmaceuticals, etc.) and found that the implementation challenge remains similar 
(Bessant, 2003:29). Tidd et al. (2005: 82-83) emphasise that the problem with these 
continuous improvement programmes is that their adoption requires learning and that 
learning is difficult:
“It takes time and money to try new things, it disrupts and disturbs the day-to-day 
working o f the firm, it can upset organisational arrangements and require efforts in 
acquiring and using new skills. Not surprisingly most firms are reluctant learners -  
and one strategy which they adopt is to try and short-cut the process by borrowing 
ideas from other organisations ...The temptation to copy gives rise to the phenomenon 
o f particular approaches becoming fashionable -  something which every organisation 
thinks it needs in order to deal with its particular problems. ”
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This section has illustrated that there are evident CIm implementation-process 
problems. Therefore, this study identifies the need for implementation focused 
research.
1.3 The need for CIm implementation focused research
The majority of CIm implementation research has focused on the use of CIm tools in 
the manufacturing sector; only a limited number of studies are actually supported by 
empirical research and describe how they thought such practices were adopted and 
integrated within a firm (Ahire and Ravichandran, 2001; Bessant, 2003; Szulanski, 
1996). According to Bessant et al. (2001:68), research on the CIm process lacks the 
investigation of the behavioural aspects of the process because:
■ it is often prescriptive and does not cover implementation;
■ when it does investigate implementation it tends to assume a correlation between 
exposure to tools and neglects the behavioural aspect of the process;
■ it assumes a dichotomy between having or not having CIm, rather than seeing it as 
an emerging and learned pattern of behaviour which develops over time.
The theoretical focus of this study lies on process theory research (Wolfe, 1994) and 
in particular the implementation of a tool that promises to enable CIm. By taking 
“process” as its starting point this study contributes to the recent call amongst 
organisation theorists for the adoption of an alternative ontological stance, which 
takes process as its starting point and “things” as secondary conceptual abstraction 
(Chia and Langley, 2004). This thesis is relevant with the concerns of the strategy-as- 
practice perspective by focusing upon the implementation of a management practice- 
in-use (Jarzabkowski, 2005; Whittington, 2007). It aims to contribute to the existing 
body of knowledge on continuous improvement implementation (Bessant, 2000; 
Bessant et al., 1994) by investigating from a “practice perspective” how organisations 
implement CIm tools.
1.4 The need for CIm implementation research in hospitality
Although organisations do not consider CIm implementation a significant change, 
research in hospitality organisations shows the process to be problematic. A study by 
CERT (2000) conducted in small independent hotels in Ireland, UK, Europe and USA
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found that these organisations were lagging behind other industries in applying 
practices such as just-in-time, business process re-engineering and total quality 
management. Other empirical studies by Voss et al. (1997) and Meyer et al. (1999) 
examined the international competitiveness of the UK service sector by comparing 
service management practices and performance in the UK with the US. The studies 
found that US service organisations were leading in terms of understanding 
customers’ needs and service quality. These studies also suggested that UK hotels 
should improve in managing change for long term improvement and that 
complacency may be the UK’s worst enemy. Phillips and Louvieris (2005) adopted an 
exploratory case study approach using the balanced scorecard as the theoretical 
framework in order to gain some insight into the performance measurement processes 
used by ten hospitality, leisure and tourism SMEs. The results illustrated that SME 
operators have difficulty articulating key performance factors.
The field of quality management and its relation to performance is one of the most 
researched operations management areas in hospitality (Jones and Lockwood, 
2008:203; Jones and Parker, 2008). While there is evidence of higher employee 
satisfaction and lower labour costs associated with the application of quality or 
performance management tools (Walker, 1986), the majority of the output has been 
produced in the previous millennium (e.g. Lockwood et al. 1996; Garnison, 1996; 
Breiter and Bloomquist, 1998; Ingram and Daskalakis, 1999) with limited recent 
research output (e.g. Louvieris et al. 2003) and a lack of process models of CIm 
implementation. Although there is important research on the identification of “best 
practices” as factors central to the success of high performing hospitality 
organisations (Lockwood et al. 1996; Bowen et al. 2003; Dube et al. 1999), that 
research may be limited by the subjectivity of the definitions of “best practice” in 
terms of businesses used as the “best”. In addition, although benchmarking and CIm 
have been identified by Jones and Parker (2008) as two out of the eleven1 important 
generic elements of strategic operations implementation, there is limited empirical
1 Key elements of strategic operations implementation: cycle time reduction, demand forecasting, 
design of cross-functional processes, integrated information and communications technologies (ICT), 
logistics, multi-skilling, temporal employee flexibility and training (Jones and Parker, 2008:348).
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evidence on the actual CIm capability (e.g. Dwyer et al. 1998) or the implementation 
of CIm tools.
Hospitality organisations need to be seen as organisations that innovate and 
continuously improve the service they provide, the product they offer and the 
technology they use in order to gain and sustain their competitive advantage 
(Guerrier, 1999). The need for hospitality enterprises to adopt CIm practices to 
enhance their competitive ability in the global market is critical for their successful 
existence. Although there are studies in hospitality that suggest that quality or 
performance management programmes may lead to improvement, there are also 
studies that suggest implementation management problems. However, the majority of 
this research output is outdated and does not focus on the implementation process per 
se. This study’s focus on the implementation process of a CIm tool in hospitality 
organisations also responds to the recent call for more research in hospitality in the 
context of generic operations management theory (Jones and Lockwood, 2008).
1,4.1 The attributes o f  hospitality
According to Hjalager (2002:8), one of the difficulties in investigating innovation in 
the service sector is that it is has many dimensions, “which tend not to be uniformly 
connected to a specific and tangible product”. The hospitality industry has some 
general attributes such as intangibility, inseparability, perishability and heterogeneity 
(Lockwood et al. 1996; Ottenbacher, 2008; Olsen et al. 2008; Saunders and Graham, 
1992) that have traditionally distinguished it from core manufacturing and that may 
influence any strategy efforts for innovation. In particular, the high degree of 
intangibility of many hospitality services implies that many of its attributes can be 
easily copied from competitors and, thus, any potential competitive service advantage 
is difficult to sustain (Ottenbacher et al. 2005), whereas in manufacturing contexts 
there is a strong emphasis on patent protected innovations (Hjalager, 2002). Also, the 
intangible and heterogeneous nature of the service experience makes its measurement 
and standardisation difficult since it is likely to be different each time for each 
customer (Saunders and Graham, 1992). Moreover, service experience in the 
hospitality industry is consumed and produced at the same time (Olsen et al. 2008). 
This means that service quality should be constantly controlled and service recovery 
should be immediate. For example, CIm activities in the manufacturing sector
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primarily involve simplification of production processes such as lean management 
with the aim of elimination of waste. In service industries (and increasingly in 
manufacturing due to the direct interaction of employees and customers), the focus of 
CIm activities is on improved service delivery and improved customer service 
through greater empowerment of employees (Terziovski, 2002).
Manufacturing and service sector enterprises manage CIm around some specific 
fundamental processes which are common to all contexts, such as sales and 
marketing, inquiry handling and order processing, forecasting and production 
planning, accounting and procurement, budgeting and financial reporting, pre-sales 
and after sales service, customer relationship management and human resource 
management. According to Jones and Parker (2008:334), in manufacturing, although 
these functional strategies need to be integrated with business strategy, in practice 
they have clear differentiation between them. However, in services, and in particular 
hospitality, due to the simultaneous nature of “production” and “consumption” and 
the direct customer contact, these functional strategies often overlap.
On the other hand, modem management thinking encourages all organisations, 
whether manufacturing or service, to be customer-driven rather than product-driven 
(Guerrier, 1999). For example, it has been suggested by Brown, et al. (2005) that 
these distinctions have been overstated and that instead of viewing manufacturing as 
distinct from services, one should view manufacturing and service as complementary 
processes since in the perception of the customer, manufacturing and services 
offerings are all about the experiences they provide through the use of the products or 
services.
Although services and manufacturing should be perceived as complementary 
processes, the attributes of simultaneity, intangibility, inseparability, perishability and 
heterogeneity can make measuring and analysing service industries somewhat more 
challenging than traditional manufacturing sectors and therefore their 
acknowledgement is essential to understanding services. In addition, these differences 
may suggest that any strategy or innovation implementation in hospitality 
organisations requires research relevant specifically to this industry.
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1.4.2 Overview and importance o f the hospitality sector
The services sector in the UK, as everywhere else in the developed world, plays an
increasingly important role in the economy, contributing over seventy percent of GDP 
and accounting for eight out of every ten jobs (DTI, 2003b). It would be difficult to 
characterise “services” as a homogenous group since the term “services” covers such 
a wide variety of activities. The service sector consists of the transport, government, 
education, health care, social and personal services, retail and wholesale, hotels and 
restaurants, telecommunication and financial sectors. The intangible, inseparable, 
heterogeneous and perishable nature of the output of many of the services that these 
sectors provide is often cited as one possible common theme.
The Hospitality, Leisure, Travel and Tourism Sector is considered as a heterogeneous 
group. According to the People 1st (2006), the Sector Skills Council (SSC) for the 
Hospitality, Leisure, Travel & Tourism, this sector spreads across fourteen separate 
industries: hotels; restaurants; pubs, bars and nightclubs; contract food service 
providers; hospitality providers; membership clubs; events; gambling; travel services; 
tourist services; visitor attractions; youth hostels; holiday parks and self-catering 
accommodation. The hospitality sector is dominated by small and medium enterprises 
and covers hotels, restaurants, pubs and clubs, nightclubs, contract food service 
providers and hospitality services.
The Hospitality, Leisure, Travel and Tourism sector employs approximately 1.9 
million people and contributes around four percent of GDP (People 1st, 2006). The 
importance of the hospitality sector is evident by the recognition that it is one of the 
largest employers within the service sector, with the largest overall employment 
growth of all sectors in recent years (Hickson et al. 2003). Consequently it is an 
important generator of both wealth and jobs across the United Kingdom. The 
hospitality sector is also an increasingly important group of industries central to the 
UK’s future. The sector has changed and developed increasingly over the last decade, 
especially with the growth in consumer disposable income and the emergence of the 
low cost airlines (Key Note Hotels, 2007, 2003). The hospitality industry is one of the 
service industries considered to be highly sensitive from changes in the economy and 
negative incidents, such as terrorists attacks and natural disasters. Competitiveness is 
intense from traditional players and new entrants while technology, innovation and
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increasing customer demands force hospitality companies to constantly strive for CIm 
and non-complacency (Key Note Hotels, 2007, 2003).
Although the sector offers a variety of services, the major challenge for every 
hospitality organisation is to provide consistency in service quality and adopt 
strategies that can meet the demands of existing and emerging markets. However, 
while innovation and CIm implementation are important strategies for economic 
growth, research in this domain in the hospitality industry is still under explored 
(Hjalager, 2002). The focus of this study on hospitality industry organisations 
provides a potentially novel service sector perspective.
1.5 Aim of the study
The aim of this thesis is to investigate the implementation process of a CIm tool in the 
hospitality industry using the strategy-as-practice (s-as-p) perspective. The main 
research question is: ‘why and how do hospitality organisations implement a 
management tool that enables CIm?’.
The study’s specific research questions focus on the implementation of a specific 
CIm tool:
1. How do organisations implement a tool that enables CIm?
2. Why do organisations adopt a tool that enables CIm?
3. Which factors are perceived as facilitating or inhibiting the implementation 
process?
4. What perceived benefits and lessons learned are gained through this process?
1.6 Scope
The scope of this study is around process research and not organisational 
innovativeness or CIm capabilities, which are more accurately represented when 
multiple innovations or CIm tools are considered. The intent of this thesis is not to
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explore how innovative ideas or products are created and developed; rather it is the 
focus of this research to explore how organisations implement a tool that enables 
CIm. In particular, what are the factors that drive, enable and inhibit the 
implementation process?. Even though this kind of innovation is not perceived as 
breakthrough or glamorous, it is vital for organisational members to realise its 
contribution to the firm’s competitive advantage (Hermann, 1999). This study is not 
interested in the tool’s impact on the practical performance of the firm but is 
interested in the practical performance of the people who engage in the activities of 
implementation, and the practices and factors that drive, facilitate or inhibit their 
activities.
Also the scope of the research strategy is to explore the implementation process and to 
gain an understanding of this. Therefore, a multi-focus case study research strategy is 
adopted in order to compare and contrast through rich qualitative analysis eight cases 
that are new to or have experience in using a CIm tool. Access was made available to 
a CIm tool -  Hospitality Assured -  which is designed specifically for the hospitality 
industry and which is the only standard within the industry focusing on the customer 
experience (Institute of Hospitality, 2007). This has subsequently been adopted by 
different types of organisation and different sectors within the hospitality industry. 
This CIm tool was used as a vehicle to study the implementation process.
1. 7 Structure of the thesis
Chapter One outlined the organisational problem and research gap on the 
implementation of tools that enable CIm and the need to further the investigation into 
the hospitality industry. The chapter concluded with the importance of the hospitality 
sector in the UK economy and the aims and objectives of the study:
Chapter Two locates the “process” theoretical focus of this research, i.e. “process o f 
implementation the “type of innovation”, namely “incremental process 
innovation’/continuous improvement” and its contributing factors on the initiation and 
implementation process. Due to the fact that the majority of the innovation
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management theory has been biased towards manufacturing (Bessant, 2005), the study 
presents the process factors suggested to influence the implementation of incremental 
innovation process in the context of the hospitality sector. A framework that has been 
influenced by the existing literature is then presented.
Chapter Three identifies the need to study the behavioural aspects of CIm 
implementation, as something that people “do” through using CIm tools rather than 
something that organisations “have”. The chapter situates the practice-thinking of the 
study to the strategy-as-practice field as a basis to analyse the factors that facilitate the 
implementation of a CIm tool.
Chapter Four describes how this study’s ontological and epistemological assumptions 
were constructed and evolved and how these assumptions guided the selected 
methodological approaches for the preliminary and main study. This chapter explains 
how the research process has evolved and why the researcher moved from 
constructionism to postpositivism and from contextualist based processual theory to 
post-processual (practice) theory. The chapter also provides an outline of the research 
design.
Chapter Five presents the emerging themes from the preliminary and main study and 
makes links back to the literature. Finally, Chapter Six provides a summary of the 
emerging themes and considers the potential contribution to the existing body of 
knowledge. The limitations of the study, directions for further research and a personal 
reflection on the research process are also provided.
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Chapter Two:
Implementing a Continuous Improvement tool: a 
literature review
This chapter locates the focus of this study, i.e., the implementation of a CIm tool 
within the main streams of innovation implementation literature. First, the boundaries 
of CIm within the innovation literature are clarified, and the “process” theoretical 
focus of this research, i.e. “process o f implementation ” is located. Having identified 
the focus on “the process of implementing a CIm tool” the last section elaborates 
more on the activities and the factors that influence the implementation of tools that 
enable CIm.
General theory from innovation management process is included into the literature 
review because it informs the theory which has been build up around the 
implementation process. Due to the fact that the majority of the innovation 
management and CIm theory has been biased towards manufacturing (Bessant, 2005), 
the study then presents the process factors suggested to influence the implementation 
of incremental process innovation in the context of the hospitality sector and suggests 
a framework which has been influenced by the existing literature.
2.1 Continuous improvement
Innovation research is an area which has been conducted under a variety of disciplines 
and has received a diversity of competing perspectives. Often poorly defined 
terminology in this diverse area may lead to confused concepts. Van de Yen and 
Rogers (1988:632) suggest that: “Innovation researchers must have clear sets o f 
concepts about the objects they study in order to conduct cumulative and comparable 
research
According to the Koput (1997) innovation is both an outcome and a process. This 
study views innovation as a process and adopts:
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■ Damanpour’s (1991:552-556) definition of innovation as a process “as adoption 
o f an internally generated or purchased device, system, policy, programme, 
process, product or service that is new to the adopting organisation”. The 
process of innovation is conceived as the process of adoption through 
implementation (Wolfe, 1994) that consists of all events and actions that facilitate 
putting an innovation into use and continuing using it.
It is difficult to identify innovation as a distinct area within organisational change 
research because innovation is about change (King and Anderson, 2002). But that 
change:
■ can take several forms (product, process, paradigm, position) ( Tidd et al., 2005);
■ can involve different degrees of change (incremental/continuous or 
radical/discontinuous/disruptive innovation) (Bessant, 2003; Tidd et al., 2005);
■ each one or a combination of these forms and degrees of change requires different 
learning capabilities and competences each time (exploitation or/and exploration) 
(March, 1991).
Corso and Pellegrini (2007) have summarised (see Figure 2.1) the different types, 
degrees and learning focus of innovation in order to clarify the characteristics of each 
one approach. According to Koput (1997), these definitions imply that innovation is a 
perceptual process that unfolds over time, can take many forms and such knowledge 
needs only to be perceived as new by those whose behaviour is of interest (the 
potential adopters).
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Figure 2.1: Main streams on innovation and learning focus literature
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Definitions to all these terms can be found in Appendix IV
Taking into consideration these definitions, this study investigates the implementation 
process of a tool that brings CIm (kaizen), i.e. incremental process-oriented changes 
to organisations through company-wide involvement.
Due to the fact that the implementation of different forms of innovation presents 
considerably different challenges over time, the following section presents the 
different types and degrees of innovation characteristics that differentiate process 
from product innovation, incremental innovation/continuous improvement from 
discontinuous/radical innovation and the dominant perceived innovation attributes. 
However, detailed explanation of the other approaches (e.g. radical exploration) is 
beyond the scope of this study and a definition summary of each approach can be 
found in Appendix IV.
2.1.1 Process versus product innovation
The innovation literature presents different types of innovation. For example, 
Gopalkrishnan and Damanpour (1994: 103) summarise product, process,
administrative and technological innovations while Francis and Bessant (2005) and 
Tidd et al. (2005) present the 4ps of innovation; product, process, position and 
paradigm (see Table 2.1).
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Table 2.1: ‘4Ps of Innovation
■ ‘product innovation’ -  changes in the things (products/services) which an organisation offers (e.g. new 
design of a car, new insurance package for accident-prone babies, new home entertainment system);
■ ‘process innovation’ -  changes in the ways in which they are created and delivered (e.g. change in 
methods and equipment to produce the car, or the home entertainment system or in the office procedures 
and sequencing of the insurance package);
■ ‘position innovation’ -  changes in the context in which the products/ services are introduced ( e.g. by 
repositioning the perception of an established product or process in a particular context);
■ ‘paradigm innovation’ -  changes in the underlying mental models which reframe what the organisation 
does (e.g. Henry’s Ford shift from craft to mass production, the shift to low-cost airlines, the provision of 
on-line insurance)
Source: Bessant (2003: 4-5) and Tidd, Bessant and Pavitt (2005: 10)
‘Product / service’ innovations are the final product or service that the customer sees 
and perceives as new or improvised (Utterback & Abernathy, 1975). Finally, 
‘position innovations’ deal with changes of an established brand while ‘paradigm’ 
innovations involve changes in the model through which the organisation itself is 
recognised.
‘Process’ innovations bring changes in the operating system of the organisation in 
terms of the rules, procedures, structures and roles (Tidd et al. 2005). Process 
innovation can be facilitated by systematic analysis and by comparative 
benchmarking. Specific techniques include (Francis and Bessant, 2005: 175):
■ process mapping;
■ activity analysis;
■ constraints analysis;
■ kaizen;
■ problem analysis;
■ video recording;
■ modelling;
■ time compression;
■ statistical analysis;
■ pilot experimentation;
■ process management;
■ problem-solving;
■ cost structure analysis.
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In many cases innovation can be both product and process innovation, for example 
manufacturing products are increasingly accompanied with improved customer 
service. The boundaries of product and process aspects increasingly overlap also in 
the service sector e.g. an innovative experience may include hi-tech visual processes 
of selecting from a virtual menu or where a new holiday package may include new 
destinations but also changes in the way it is delivered.
The implementation of product or process innovation may require different 
management over time. For example, new products are tangible artefacts where the 
objectification of knowledge is likely to be captured and transferred more easily 
(Leseure et al. 2004). On the other hand, process innovations are more intangible, 
tacit and context-dependent; such processes reflect loosely coupled practices that are 
more likely to be open to (re)interpretations during the adoption (Edwards et al. 2004; 
Newell, et al., 1998). In the case of technical product innovation, knowledge search is 
conducted by individuals with specific expertise that can integrate the new technology 
within the firm. On the other hand, the process innovation is more likely to be 
triggered by networking activities and diffused by establishing trust, shared meaning 
and understanding from all the organisational actors (Leseure et al. 2004).
Product adoption has a stronger element of planning from individuals with certain 
skills and expertise and its diffusion involves the exchange of solutions to their local 
situation whereas process innovation denotes an element of naturalness and implies 
involvement across the organisation, e.g. all working closely together with trust, 
shared meanings and understandings. In terms of integration and routinisation, 
product innovations are embedded when they are fitted within the firm. On the other 
hand, process innovations need to be embraced and sustained by the individual 
members collectively (Leseure et al. 2004).
The following section illustrates how the degree of innovation (radical or 
incremental/continuous) might also have an impact on the implementation process.
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2.1,2 Continuous improvement versus radical innovation
Implementing incremental and radical innovation in all these 4Ps (product, process,
position and paradigm) plays a strategic role in sustaining competitive advantage 
(Francis and Bessant, 2005; Boer and During, 2001; Corso and Pellegrini, 2007). 
However, as it was already stated, managing innovation is not just about managing 
dramatic changes such as downsizing and re-engineering. It also involves the effective 
implementation of small, incremental changes.
The type of change that the innovation brings to the organisation has a fundamental 
impact on the implementation process. CIm consists of small incremental changes 
aiming at the enhancement of performance through small improvements that bring 
subtle results which are seldom immediately visible (Tidd et al., 2005; Bessant, 2003). 
On the other hand, radical innovation concerns major discontinuous changes in highly 
unstable and uncertain conditions (Bessant, 2004). Implementing radical innovations 
can bring immediate improvements with effects which can directly be measured. 
Another author Harrington (1995) argues that continuous incremental improvement is 
the major driving force of any improvement effort and that radical innovations serve 
the purpose to jump start critical products. A good example of radical innovation has 
occurred in the telecoms industry in the 1990’s with the emergence of cellular phones 
and their major impact in mobility and convenience and at present with the emergence 
of VOIP (voice over Internet protocol), which is suddenly and fundamentally 
changing cost and pricing paradigms and competitive dynamics in the industry 
(Brown, et al., 2005; Bessant and Wensley, 2007).
In terms of frequency of change, while CIm is embedded in everyday working life, 
discontinuous innovation is specific to projects and situations (Bessant and Caffyn, 
1997). Incremental or radical improvement efforts are more sustainable when there is 
already a culture of CIm (Terziovski, 2002). Commitment to incremental CIm 
requires sustained investment in people, whereas radical innovation calls for radical 
investment in capital or redesign of processes (Imai, 1986). In CIm everyone is 
supposed to have the type of knowledge to solve problems, while in discontinuous 
innovation the exploitation and exploration of knowledge depends on specialists 
(Bessant et al., 2001). Finally, the implementation of CIm is based on the company- 
wide contribution of the workforce, while traditionally discontinuous innovation is
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mainly generated by special departments such as R&D and IT functions (Corso and 
Pellegrini, 2007).
The adoption of radical and incremental innovations differs also in the factors that 
affect the implementation process. The adoption and implementation process of each 
type of innovation requires the adaptability to employ different organisational 
capabilities and developing and unlearning routines simultaneously through avoiding 
any counterproductive forces. Discontinuous innovation is conducted under different 
conditions than incremental/steady state innovation. Studies have found that the 
conditions that affect radical innovations are different from those that affect 
incremental innovations. For example, Angle (2000) found that different cultural 
characteristics of individualism and collectivism affect each type of innovation 
differently. Van de Yen et al. (2000) also argue that some organisations are more 
suitable for the adoption of radical innovations than others and those structural 
variables that facilitate the process of incremental innovation may simultaneously 
constrain the process of radical innovation.
In summary, radical or disruptive innovations produce fundamental changes in the 
activities of the organisation and represent a large departure from existing practices, 
whereas the implementation of incremental innovations.result in a lesser degree of 
departure from existing practices.
2,1.3 Perceived innovation attributes
The attributes of an innovation may also influence the implementation process. 
Rogers (1983: 211) indicated that “the crucial importance o f perceptions in 
explaining human behaviour was emphasised by an early sociological saying: ‘I f  men 
perceive situations as real, they are real in their consequences In this stream of 
research, innovation can be understood and explained by the way in which the adopter 
at the organisational or individual level perceives the innovation (Adams, 2003). 
Adams (2003) has summarised from the literature a variety of innovation attributes. 
Rogers (1983:15) proposed five attributes as determinants of adoption which are 
widely acknowledged:
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1. relative advantage: The degree to which an innovation is perceived as being 
better than the idea it supersedes. Advantage can take several forms, particularly 
economic and social factors. Because of the economic factor, diffusion researchers 
are not surprised to find relative advantage a good predictor of adoption.
2. compatibility: The degree to which an innovation is perceived as being consistent 
with the existing values, needs, and past experiences of potential adopters. Change 
agents find it difficult in promoting innovations that run counter to strongly held 
values. The more compatible the more likely to be accepted but 100% 
compatibility implies that the degree of change would be marginal.
3. complexity: The degree to which an innovation is perceived as being difficult to 
understand and use, classified on a complexity-simplicity continuum.
4. trialability: The degree to which an innovation may be experimented with on a 
limited basis before adoption. Those that can be trialled will be adopted more 
quickly as trial reduces uncertainty.
5. observability: The degree to which the results of an innovation are observable to 
others, the more observable the more likely adoption.
For example, Boer and During (2001) in a case study research found that TQM was 
problematic in terms of trialability because the case study organisations did not break 
down TQM into subprojects and stages. They also found that TQM observability was 
low because the arrangements required were cultural and thus hardly immediate 
visible, especially when the effects of TQM were not measured. The complexity of 
this type of innovation was also perceived high due to fundamental cultural and 
managerial changes and the compatibility was highly dependent on the culture of the 
organisation. Boer and During (2001) argue that compared to product innovation, 
TQM takes the longest implementation time, which is even questionable if its 
implementation ever finishes at all if one takes one of its key principles “continuous 
improvement”, into consideration. Therefore, continuous improvement can be 
considered another innovation attribute (Adams, 2003):
6. continuous improvement as an innovation attribute according to Adams (2003), 
can be understood in several ways: to improve; as a core value for organisational 
renewal; as a process for incremental change. The objective is the attainment of 
advantage either through efficiency or improvements (Besant and Caffyn, 1997).
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The implementation of CIm may be perceived as a potentially manageable process 
because it involves improvements in familiar processes, whereas 
discontinuous/radical innovation is difficult to deal with because it entails high a 
degree of uncertainty on what to develop or how to develop it. In addition, an 
innovation may be perceived as totally new by some members/ organisations and 
relatively familiar by others. For example, some organisations have experience with 
CIm tools, but others have to put a variety of standards in place in order to be ready to 
implement the standards. Similarly, it can be perceived as beneficial for improvement 
by some members/ organisations or totally unnecessary by others making the point 
that the perceived attributes of an innovation may influence the implementation 
process.
Having identified the study’s focus on the type of change, i.e. incremental process 
innovation through a tool of CIm, the following section locates ‘process of adoption 
through implementation’ through ‘process models’ as the relevant innovation stream.
2.2 The process of implementation
Although there can never be a single theory of innovation, some innovation scholars 
have made considerable attempts to summarise and make sense of the key emerging 
areas in innovation research. Wolfe (1994:413) has summarised the innovation 
literature into three streams of research and related research questions (see Table 2.2 
for summary):
1. Diffusion of innovation -What is the pattern of diffusion of an innovation through 
a population of potential adopters?
2. Organisational innovativeness- What determines organisational innovativeness?
3. Process theory research -  Adoption through implementation:
■ Stage model - What are the stages organisations go through in
implementing innovations?
■ Process model- What factors explain the chain of events which result
in innovation implementation?
The diffusion o f innovation research focuses on the rate and the patterns of innovation 
adoption over a period of time and/or space through a population of potential adopters
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and is often represented as an S-shaped curve of the percentage of members in a 
population who become aware of and adopt an innovation over time. Studies in the 
stream of organisational innovativeness address the determinants of an organisation’s 
propensity to innovate (Wolfe, 1994). While the diffusion o f innovation research is 
largely concerned with the marketing, dissemination and transfer of an innovation to 
individual end users, the process theory research investigates the adoption through 
implementation as the process by which recipient user organisations select and 
implement an innovation into their organisations (Van de Yen et al., 2000).
The theoretical focus of this study is located in the area of process theory research 
through process models. In particular it investigates:
■ the factors that drive (drivers), facilitate (enablers) and inhibit (barriers) the 
process of implementation of a CIm tool. This is consistent with the study’s main 
research questions: ‘why and how do hospitality organisations implement a 
management tool that enables CIm?’. For the purpose of simplicity the term 
‘adoption through implementation’ will be referred to as ‘implementation’ 
throughout this study.
The following table provides a summary of the key streams and distinguishing 
features in innovation research and locates the theoretical focus of this study in 
process theory research (3.2 Table 2.1).
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2,2,1 Stage and process models
Stage models in process theory research (3.1 in Table 2.2) conceptualise innovation as 
a series of stages that unfold over time (Wolfe, 1994). Although it has long been 
recognised that no-subdivision of the process can actually be defined as a discrete 
stage, the process of innovation has traditionally being identified with sequential 
stages of awareness, interest, evaluation, trial, adoption which is modified by nature 
of feedback and communication (Spence, 1994). For example, Rogers (1995: 161- 
203) has depicted and conceptualised innovation adoption as a decision-making 
process consisting of five stages:
1. knowledge;
2. persuasion;
3. decision (adoption / rejection);
4. implementation;
5. confirmation.
Tidd et al. (2005) suggest four general processes:
1. search;
2. select;
3. implement;
4. learn.
Szulanski (1996) recommends four stages as well:
1. adoption;
2. implementation;
3. ramp-up;
4. integration.
Finally, Van de Yen et al. (2000) propose three general processes:
1. initiation;
2. development;
3. adoption/implementation or termination.
The purpose of stage model (SM) research is to describe the adoption process as a 
time-ordered sequence of steps or phases and to determine whether the innovation
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process involves identifiable stages and, if so, what they are and what their order is. 
McCarthy et al. (2006) argues that such linear models tend to describe better sequence 
progressions and the process of incremental innovations; however, they do not 
represent the complexity of the organisational phenomena.
The idea of linear stage models has been criticised by McCarthy et al. (2006:446) as 
follows:
■ These models that identify recognisable individual actions are incomplete as 
process theories. The activities should be accompanied by the interaction of these 
activities and their reciprocal impact.
■ The linear models imply a neat sequential stage process while the innovation 
adoption process is a continual refinement with feed-back and feed-forward loops.
■ They give the sense of a predictable process structure and control while ignoring 
the factors of flexibility, informality, feedback, adaptability.
■ There is no clear beginning, middle or end to the innovation adoption process.
Meyer et al. (2005:458) warn researchers against the adoption of the “ill-suited 
conceptual baggage” of linearity and equilibrium inherent in stage models that is 
focused on the actions of organisations at one point in time. The concept of 
equilibrium in organisational theory assumes that “all acting influences are cancelled 
by others, resulting in a stable, balanced, or unchanging system” (Meyer et al. 
2005:458). However, in today’s social and corporate environment where constant 
changes are a common occurrence, the state of equilibrium is unlikely to be 
maintained.
To overcome some of the criticisms, some very sophisticated models have been 
developed through process research (3.2 in Table 2.2) to take into account the 
possible variables which might be involved in the process. Recursive and chaotic 
models were developed to advance the understanding around the activities of the 
development of radical innovations. Recursive models are multiple, concurrent and 
divergent and acknowledge the innovation process through a series of stages but with 
overlaps, feed-back and feed-forward loops that avoid linear analysis. Chaotic models 
assume nonlinear behaviours that produce irregular activities while complex adaptive 
models consider also the process of adaptability (McCarthy et al. 2006). In addition,
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complex adaptive models describe the organisational capability to adapt effectively to 
the surrounding environment over time and are comprised of multiple interconnected 
elements that have the capacity to change and learn from experience (adaptive) 
(Meyer et ah, 2005).
However, researchers have questioned the multilayered feedback loop models that 
still appear to assume equilibrium and have suggested that chaos or complexity 
theories can better explain organisational phenomena (Stacey, 1992). Having said 
this, these complexity theories do not give specific explanations behind their 
application mechanisms. As Langley (1999) indicates, the traditional model of 
opposing forces, nonlinear relationships and feedback loops needs further 
investigation. Detailed examination of these models is beyond the scope of the study 
(see Appendix III for further benefits and limitations of each process model).
Overall, the process theory approach lends a valuable perspective to this study. 
Firstly, it lays the main focus on the implementation process of an innovation and 
secondly, it emphasises the mutual adaptation of the organisation and the new 
management practice for effective implementation. The process is the unit of analysis 
and it starts when individuals become aware of whatever appears to be new and 
continues as the innovation is put into full operation and gets sustained as an everyday 
practice. In reality, the process is particular to the organisation and to the innovation 
in question. The innovation in question in this study is the implementation of a CIm 
tool.
2,2,2 Implementing a continuous improvement tool
Tidd et al. (2005:75) while acknowledging that “innovation is messy, with false starts,
recycling between stages, dead ends, jumps out o f sequence ”, also suggest that there 
are some key general processes (see Figure 2.2) in the process common to all firms 
regardless of whether they are radical or incremental innovations.
The literature review in incremental innovation process also emphasises that the 
different implementation stages are not necessarily sequential in real life, nor can be 
completely programmed in advance. Although there are some identifiable processes 
(see Figure 2.2) as the different aspects of the process evolve over time, simple linear
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models of adoption cannot really display the possibilities of the process (Chakrabarti 
and Rubenstein, 1976; Newell et ah, 1976).
Figure 2.2: ‘Do better’ and ‘do different’ innovation process
‘D i s c o n t i n u o u s *  i n n o v a t i o n  p r o c e s s
‘Steady state* innovation process
Searching Selecting Implementing
LEARNING
T I M E
Source: Tidd, Bessant and Pavitt, (2005: 74)
Leseure et al. (2004: 168-177) summarised the main empirical studies from the 
literature on the adoption of promising practices literature further, and in doing so 
were able to describe conceptually the adoption process in terms of five overlapping 
stages (see Table 2.3 and Figure 2.3). Examples of promising practices in their study 
are:
■ Total Quality Management (TQM) (cross-national comparison among four 
countries- Ahire and Ravichandran, 2001);
■ Business Process Re-engineering (questionnaire survey, 407 automobile 
plants -Newell et al. 1998);
■ High Performance Work Practices, (questionnaire survey, eight companies, 
Szulanski, 1996);
■ Supply Chain Partnering, (six detail supply chains case studies-Bessant et al. 
2003).
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Table 2.3: Process activities for adopting and implementing a CIm tool_____________________________
1. Initiation/ adoption decision: All the events that lead to the decision to adopt a best practice. This includes
the discovery of needs, the search for potential solutions, the discovery of superior knowledge and 
benchmarking. (Szulanski, 1996)
2. Set-up or adaptation: The target practice is often adapted to suit the anticipated needs of the recipient and 
to pre-empt problems experienced in the past. (Bessant, et al. 2003)
3. Implementation: The mere launch of the change programme and the execution of the short-term actions 
that has been planned for. This includes training activities, rewriting of procedures, acquisition of supporting 
technological infrastructure and execution of planned structural changes. There should be no expectations of 
financial returns or mass acceptance at this stage. This stage is most often implemented as a project.
4. Ramp-up: the ramp up stage begins when the company starts using the new practice. The focus is on 
resolving unexpected problems. Problems should be expected at first, but performance gradually improves, 
ramping up toward a satisfactory level. This stage is a brief window of opportunity to deal with the 
unexpected. It is at this stage that the capacity to learn is crucial ((Szulanski, 1996; Bessant et al. 2003).
5. Integration: This stage begins after the company achieves satisfactory results with the new practice. Its use 
becomes gradually routinised. A shared history of the use of the practice is built, and actors and actions 
become typified. The new practice becomes entrenched (Szulanski, 1996; Zeitz et al. 1999).
Source: Leseure et al. (2004:175)
Having identified these five stages Leseure et al. (2004) depicted further the different 
corresponding models of four main authors (see Figure 2. 3). However, Leseure et al. 
(2004) did recognise that in practice, the adoption of a promising management 
practice should be a more continuous and iterative process than that which Figure 2.3 
depicts. The purpose of their model was to provide a timeline-based context of 
reference to aggregate the evidence together. They concluded that further research is 
required on this subject in non-manufacturing sectors and more research is needed in 
identifying the adoption stages where UK organisations have the most problems.
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F i g u r e  2 .3 :  M o d e l s  o f  t h e  a d o p t i o n  p r o c e s s  o f  a d m i n i s t r a t i v e  i n n o v a t i o n s
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However, the majority of this existing research on the adoption process is focused on 
large companies in the manufacturing sector and only a limited number of studies are 
actually supported by empirical research and describe how these practices were 
adopted and integrated within firms (see for example Ahire and Ravichandran, 2001; 
Bessant, 2003; Szulanski, 1996). According to Bessant et al. (2001:68), research on 
the CIm process lacks the investigation of the behavioural aspects of the process 
because:
■ it is often prescriptive and does not cover implementation;
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■ when it does investigate implementation it tends to assume a correlation between 
exposure to tools and neglects the behavioural aspect of the process;
■ it assumes a dichotomy between having or not having CIm, rather than seeing it as 
an emerging and learned pattern of behaviour which develops over time.
In order to avoid the centre of the activities on the use of the CIm tools, Bessant and 
Caffyn (1997) and the CIRCA team proposed the Continuous Improvement maturity 
model. In the 1990s, the team produced a two-dimensional framework for the 
development of CIm capability from a variety of organisations from different sectors 
and different firm sizes (manufacturing-based). One dimension is the performance 
with measurable indicators of innovation while the practice dimension represents the 
development and implementation of the innovation culture. Drawing on these 
observations, they established a CIm Maturity Model that classified CIm capability 
into five ascending levels. Their model in Figure 2.4 describes stages of outcomes and 
not activities that take place to attain implementation (Rijnders, 2002). The model 
illustrates how organisations can “progress towards higher CIm maturity levels by 
acquiring, practising and repeating CIm behaviours until they become ingrained as 
‘the way we do things around here ’ and form an integral part o f the culture o f the 
organisation” (Dabhikar et al. 2007: 348).
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F i g u r e  2 .4 :  T h e  f i v e - s t a g e  c o n t i n u o u s  i m p r o v e m e n t  c a p a b i l i t y  m o d e l
Level 1: ‘n a tu ra l’/background C l: There is no formal Cl structure, problem solving is random, and the dominant 
mode o f problem solving is by specialists
Level 2: S tructu red  C l: There are formal attempts to create and sustain Cl, and a formal problem solving process 
is used, supported by basic Cl tools. Cl is often parallel to operations.
Level 3 Goal oriented C l: All o f stage 2, plus formal deployment o f strategic goals and monitoring and 
measurement o f Cl against these goals.
Level 4 Proactive/em pow ered C l: All o f stage 3, plus the responsibility for Cl is devolved to the problem solving 
units.
Level 5 S trategic C l (the learning organisation): Cl has become a dominant way o f life, involving everyone in 
the organisation. Learning is automatically captured and shared.
A- Cl capability
1 S t r a t e g i c  C l
P r o a c t i v e / e m p o w e r e d  C l  
G o a l - o r i e n t e d  C l  
rssJ S t r u c t u r e d  C l 
N a tu r a l,  ‘b a c k g r o u n d ” C l
Time
Source : Bessant (2003:56); Bessant et al. (2001 : 73); Tidd et al. (2005:495)
The framework (Figure 2.4) acknowledges that firms differ and that there is no ‘one 
size fits them all’ solution; “Organisations can use this framework as roadmap up 
their way towards the continuous improvement journey: how to measure and direct 
progress and how to motivate and target for the next level” (Bessant, 2003:56-57).
Incremental change process has therefore been expensively modelled in linear stage 
models (McCarthy et al. 2006). The Continuous Improvement Maturity Model 
(Bessant and Caffyn, 1997), for example, suggests that CIm matures through a 
relatively linear, incremental, five-stage learning process. On the other hand, the 
findings of empirical case studies (e.g. Rijnders, 2002; Rijnders and Boer, 2004; 
Savolainen, 1999; Jorgensen, 2003) suggest that there are feasible alternatives, other 
than linear, for companies to develop CIm capability. For example, Savolainen (1999) 
investigated the processes and dynamics of CIm implementation using a multi-case 
design. The findings of her longitudinal case studies showed that CIm implementation 
resembles a cyclical process. In addition, Jorgensen (2003) on her longitudinal study 
of CIm implementation suggests that poor alignment of specific CIm capabilities with
54
Chapter Two: Implementing a Continuous Improvement too: a literature review
others may need to be corrected before a wider CIm initiative is considered. For 
example, she found that the existing culture and leadership styles may inhibit team 
development and learning. Similarly, Rijnders’ (2002) typology of CIm 
implementation process found that the organisational context may determine which 
CIm capabilities should be developed in which order. Jorgensen et al. (2006) in an 
attempt to determine the degree to which this essentially normative CIm capability 
model adequately represents what happens in actual Cl implementations, proceeded in 
testing the CIm capability model with a larger dataset (questionnaire survey). Their 
findings suggest that CIm maturity need not necessarily follow a linear progression in 
order to positively impact performance and that the development of certain 
capabilities may lead to improvement of specific measures of performance (Jorgensen 
et al. 2006).
This section illustrated that the majority of models depicting the implementation of a 
CIm tool are linear, stage models. However, the models depicting the implementation 
of CIm capability suggest that the process might be linear or other than linear. 
However, there are very few publications modelling the processes of CIm 
implementation. Most of them are empirically weak and “tend to portray the process 
as a simple, linear process rather than the complex, sometimes nearly chaotic process 
it seems to be in reality” (Rijinders and Boer, 2004:284).
The following section presents the literature review around the factors that act as 
drivers, enablers and inhibitors of the implementation process of a CIm tool.
2.1 Process factors
The literature review on the implementation of CIm tools suggests that there are 
certain adoption drivers and implementation enablers/inhibitors that influence the 
process.
2.1.1 Adoption process drivers
The following section describes the role of the following factors that appear to drive 
the adoption process:
■ institutional push and pull need mechanisms;
■ strategic entrepreneurial posture;
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■ networking;
■ benchmarking.
Institutional-push and pull-need mechanisms
Overall the innovation literature suggests that there are two major ‘push’ and ‘puli’ 
mechanisms that both trigger the process of innovation (Brown et al. 2005). On the 
one hand, ‘push drivers’ are generated through research and development that may 
lead to new opportunities for improvement. On the other hand, ‘pull drivers’ are led 
by different kinds of demand (market, social, regulatory). The ‘pull drivers’ have also 
been explained through the neo-institution theory (Abrahamson, 1996; DiMaggio & 
Powell, 1983).
The concept of neo-institutional theory argues that organisational actors seek to 
acquire legitimacy for their organisation by adopting those structures, strategies and 
processes that are socially approved by stakeholders external to organisational 
decision making. Neo-institutional accounts (Abrahamson, 1996; DiMaggio & 
Powell, 1983) assume that such adoption maybe driven by rational factors such as 
social relations, markets, professions, competition, legislation and/or managerial fads 
(Green, 2004). Subsequently, the pursuit of legitimacy leads organisations within a 
field to adopt a range of strategies that may offer greater ability to obtain resources 
from other stakeholders within the organisational field and gradually to become 
isomorphic within that organisation field (DiMaggio and Powell, 1983). DiMaggio 
and Powell (1983) have proposed three main pressures on the adoption of 
organisational practices:
1. Coercive processes: that force the adoption of certain practices, e.g. through 
legislation;
2. Mimetic processes: where organisations copy other organisations;
3. Normative processes: which are spread by their collective efforts to legitimise 
their activities.
The adoption of practices such as TQM and EFQM cannot be appreciated without 
revealing the often powerful normative pressures of institutions such as professional 
bodies in legitimating such practices within the firm (DiMaggio and Powell, 1983). 
From this perspective, the search for ‘best practice’ is perceived as a reason to 
become more similar (isomorphism) or/and to legitimise change. Although
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Greenwood and Hinings (1996) argue that institutional theory does not explain why 
some organisations innovate whereas others do not, institutional theory assumes that 
practitioners will direct their resources to those areas whose practices resemble 
industry standards (Francis and Holloway, 2007).
Davenport (1993) identified the following business drivers for process innovation 
adoption:
1. competitive pressure;
2. customer demand;
3. fits business culture;
4. improve financial performance;
5. cross-functional coordination.
In the APQC (2004) study of 29 US case studies, three common strategic drivers for 
an internal transfer programme (e.g. Six Sigma, self-evaluations) were identified:
1. as an “one company strategy” after a merger or acquisition;
2. as a continuing drive for productivity improvement and cost reduction;
3. as a drive to modernise and standardise information technology and reporting 
systems.
One key decision in the transfer process of these US case studies was whether the 
adoption of the practice should be mandatory or voluntary option. This varied on the 
nature of the practice and the culture of the business. For example, the Six Sigma 
project in one case was made mandatory to adopt in all sites. However, some 
organisations (e.g. Air Products, Ford Motors) did not make the adoption obligatory 
but they encouraged it by publicly displaying peer sites adoption success stories. 
Another organisation (BHP Billiton) had made the adoption of self-evaluations 
voluntary; however, the sites adopted them because they could identify improvement 
opportunities through them.
Leseure et al. (2004) in their systematic literature review of the adoption of promising 
practices (e.g. TQM, high performance work practices) categorised the drivers into: 
‘institutional push’ and ‘need pull’ factors (see Table 2.4 below).
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Table 2.4: Adoption drivers for promising practices
Institutional push drivers Need pull drivers
■ Consultants & vendors ■ Improvement logic
■ Inter-organisational relationships ■ Opportunity
■ Attendance to workshops, professional ■ Problem
associations, events, conferences etc
■ Supply chain dynamics ■ Crisis
■ Regulation ■ Need
■ Government advisory initiatives ■ Low performance
■ Technological drivers
■ Top management & executive training
Adapted by Leseure et al. (2004: 180)
For example, studies showed that IS09000, as a quality standard, is an institutional 
practice and is driven by institutional push mechanisms while quality management 
efforts such as TQM initiatives tend to be need-driven. However, when firms enter the 
EFQM award they are pushed to adopt both IS09000 and TQM initiatives (Leseure et 
al., 2004).
Therefore, all evidence suggests that ‘institutional push’ and ‘need puli’ factors may 
have a shared contribution to the adoption decision process.
Strategic entrepreneurial posture
Covin and Slevin (1988:218;1989) defined ‘strategicposture’ as the firm’s overall 
competitive orientation and an ‘entrepreneurial style’ the extent to which top 
managers are inclined to:
■ take business-related risks;
■ favour change and innovation;
■ compete aggressively with other firms (i.e. being proactive).
On the other hand, a non-entrepreneurial, conservative style is characterised as being:
■ risk-averse;
■ non-innovative;
■ passive and reactive.
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The evidence from the literature suggests that the intention to grow and initiate 
change are attributes of entrepreneurial behaviour (Sadler-Smith et ah, 2003). Kirby 
(2003) argues that innovation needs to become a way of life, i.e. everyone should be 
continuously seeking new and improved ways of doing things. Similarly Kanter 
(1983:181) recognises that when employees at the bottom of the organisation are 
given the same chance to contribute to innovation then the corporate capacity for 
innovation and change is more likely to increase.
Regarding CIm implementation, evidence suggests that it should be practiced under a 
clear and agreed strategic framework which includes long-term and short-term targets 
and which should be clearly communicated to all employees (Bessant, 2003). Finally, 
evidence suggests that firms that undertake CIm as a strategic commitment have 
diffused CIm experience and are obtaining direct strategic benefits from it as well as 
indirect benefits e.g. improved morale, motivation and positive attitude to change 
(APQC, 2003; Bessant et al. 1994; Gieskes et al., 1999).
The Role of Networking
Underdown and Srinivas (2002:278) have defined networking as a “process o f 
sharing ideas and information with others for the purpose o f learning and 
improvement”. Their study based on small manufacturing organisations found 
networking to be one of the successful strategies that facilitate operational 
transformations. The relation between the networking behaviour of firms and their 
innovative capacity was also supported by Pittaway et al.’s (2004) systematic review. 
They summarised some of the principal benefits of networking to be risk sharing, 
obtaining access to new markets and technologies, pooling complementary skills, 
acting as a key vehicle for obtaining access to external knowledge and promoting 
social interaction, which in turn, generates trust and reciprocity that is required for 
knowledge transfer.
The majority of Pittaway et al.’s (2004) findings emphasised also the role of 
interpersonal and informal networking for the diffusion of innovation. This belief was 
also supported from the owners themselves who encouraged and rewarded such 
behaviour. These findings echoes Premarante’s (2001) and Curran and Blackburn’s 
(1993) research on small firm networking which also emphasised the informal nature
59
Chapter Two: Implementing a Continuous Improvement too: a literature review
of small firm networking processes, i.e. family and friends as an important source of 
small firm information and advice. Internal sources such as those internal to the 
enterprise themselves, market suppliers, clients or customers were also identified by 
the UK innovation survey (DTI, 2003a) as one of the main three sources of 
information for UK enterprises for the period 1998-2000. Newell et al’s (1998) cross­
national comparison study showed also that individuals in firms which had adopted 
Business Process Re-engineering (BPR) had more contact with consultants and 
vendors and more involvement in the focal professional association activities than did 
individuals in firms which had not adopted BPR.
According to Ghobadian and Gallear (1996), managers of small establishments are 
generally more reluctant to ask for outside help either because of lack of money or 
general lack of awareness that outside help exists. Furthermore, there is less 
interaction and transfer of knowledge among SMEs. Any effort for market research or 
apply outside knowledge is usually incidental and not in the management plans of the 
firm. Hence, valuable information was seen to be ignored and not exploited for the 
benefit of the organisation (Ghobadian and Gallear, 1996). Networking could be 
particularly essential for SMEs because it may reduce the resources required to adopt. 
Small business owners considering adopting a promising practice can avoid the 
pitfalls encountered by other firms which have experienced the same adoption 
process. Therefore, the manager/owner of an establishment could be informed and 
gather useful information through attendance at workshops, professional associations, 
events, conferences and visits to other facilities in order to keep the business up to 
date, encourage new ideas and access a wide range of business support (Ghobadian 
and Gallear, 1996). It is evident that networking represents a significant information 
channel and can also contribute to the creation of social capital which is linked for 
triggering innovation (Edwards et al. 2004).
The Role of Benchmarking
Benchmarking is a tool that improves business performance by comparing an 
organisation with other organisations and by learning and understanding how better 
performance can be achieved; this process can be applied in a number of different 
levels and ways and may lead to a CIm in performance (Lockwood, 2002). The 
literature review revealed a number of studies indicating the importance of
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benchmarking at the selection stage of the adoption process (for example, APQC, 
2003; Atkinson, 1994; Bogan and English, 1994; Clegg et ah, 2002; Davies and 
Kocchar, 1999; 2000). Benchmarking is much more than competitive comparison 
analysis (CCA) as Table 2. 5 illustrates. Benchmarking is a process of identifying, 
sharing, and using knowledge and best practices. According to Smith, Ritter and 
Tuggle (1993:43): “the difference between a competitive comparison analysis and a 
benchmarking project is that the former gathers information about the result a 
company achieved while the latter gathers information about how a company 
achieved those results
Table 2. 5 Characteristics of Competitive Comparison- Analysis vs. Benchmarking
Competitive comparison - analysis Benchmarking
Look at results Look at process
Checks what happened Checks how things are done
Compares with industry May compare with another industry
Research without sharing Research sharing for mutual gain
Always competitive May not be competitive
Secretive Sharing
Separate Partnership
Independent Cooperative/interdependent
Used to check out competition Used to achieve improvement goals
Goal is industry knowledge Goal is process knowledge
Focus on company needs Focus on needs of customer
Source: Smith, et al. (1993:43)
Indeed, benchmarking is considered as a critical driver that leads a company to 
improve its performance. In addition, there are various approaches for using 
benchmarking and usually the selected approach depends on the organisation’s needs, 
goals and resources. The various types of benchmarking are summarised by Ahmed 
and Rafiq (1998 ) below:
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Table 2.6: Benchmarking Types
Type Description
Internal Measurement and comparison of activities within the same organisation
External Comparisons with external organisations
Competitive Comparisons of similar functions and activities of competitors to improve 
performance
Industry Where comparisons are made with more than the direct competitor, which 
could include suppliers, customers, etc.
Generic Here comparisons are not constrained to one industry. Best practices are 
sought across industries/sectors.
Process Involves comparisons between processes and systems
Performance Performance characteristics such as reliability, time etc., are compared
Strategic Benchmarking is undertaken beyond the operational level. Strategic 
concerns are addressed.
Source: Ahmed & Rafiq, (1998:227)
Although benchmarking has received considerable “credibility” from SMEs, the 
majority of them perceive benchmarking as a financial comparison tool (Monkhouse,
1995). Such misleading perception, however acts as a barrier for SMEs to undertake 
non-financial or process benchmarking seriously. SMEs should become accustomed 
to learning how to learn by benchmarking their processes.
Having identified the key process factors that may drive the CIm implementation 
process the next section will elaborate on the factors that seem to enable the CIm 
implementation process.
3.1.2 Implementation process enablers
CIm implementation, as it has already been identified, is the result of a company-wide 
ongoing process. Research has found that it requires constant interaction and high- 
involvement from the organisational community and the use of continuous 
improvement implementation capabilities (Bessant, 2003). The literature review on 
the implementation of CIm tools and CIm implementation suggests that there are 
certain implementation enablers/barriers that influence the process. The following 
section describes the role of the following factors that appear to enable or inhibit the 
process:
■ Level of involvement;
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■ Continuous improvement capabilities;
■ Organisational (un)leaming;
■ Absorptive capacity;
■ CIm experience.
Level of involvement/roles
The commitment of key individuals and teams contributes significantly to the 
successful implementation of CIm (Boer et al. 2000). For example, the initiator has 
the role of starting activities, generating discussions and encouraging participation 
while the facilitator has the important role of encouraging interaction and reflection 
(Caffyn, 1997).
According to the APQC (2004) study senior leadership involvement play a significant 
role in the internal transfer of management practices in defining transfer structure, 
roles and resources. Senior leaders conduct meetings with process leaders to review 
and discuss opportunities for improvement, business leaders fund and sponsor 
primary networks, ensure that the steering committee’s activities are aligned with 
business goals and objectives. Managers themselves can influence significantly the 
process of adoption. First of all, by being aware of the merit and impact of the 
transfer, they can encourage the diffusion by promoting success stories, remove the 
not-invented here syndrome, reward and lead by example (APQC, 1997; O’Dell et al., 
1997, 1998). In addition, top management can contribute to the implementation 
process by identifying actions to support every part of the plan so that everybody can 
be involved in the CIm programme (Atkinson, 1994). Overall their role is considered 
vital by coordinating the efforts of adopters and by stimulating the diffusion through 
providing knowledge about how to operate the innovation.
Transfer roles in champions, process owners, human resource and information 
technology and every employee were identified in the APQC study as individuals 
from different organisational levels (strategic and operational) in transfer activities. 
Senior leaders for example act as strategic drivers to the process, set the company 
vision and objectives and provide the financial support for such initiatives. 
Champions transfer efforts at a strategic level and encourage enterprise-wide 
participation.
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Additionally, the Human Resource and Information Technology functions may enable 
the implementation across the organisation by monitoring and updating the 
procedures and providing rewards and recognition and personal development while IT 
by sharing and communication information via intranet systems and by supporting 
business process standardisation and documentation (APQC, 2004: 59). Smeds 
(2001) argues that human resource allocation is very important because participation 
and empowerment are crucial factors to the implementation of business process 
innovation. According to Smeds (2001) the teams that facilitate the implementation of 
the new process need dedicated hours for leading process development, which cannot 
be implemented on top of their daily duties. Jorgensen et al.’s (2007) statistical 
analyses study suggests also that Human Resource Management (HRM) has a 
significant effect on CIm behaviour and company performance, with the strongest 
relationship between HRM, CIm and performance occurring when companies align 
their CIm activities with their strategic objectives and use systems, procedures and 
processes.
Continuous improvement capabilities
Although recent research shows that CIm abilities and CIm tools significantly and 
positively affect performance (Aloini et al. 2008), other evidence suggests that a 
significant reason why CIm implementations often seem problematic is the heavy 
focus on CIm tools and techniques, and not on the development of the actual abilities 
that constitute CIm behaviour patterns as they emerge in the workplace (Dadhilkar et 
al. 2007).
Francis and Bessant (2005:172) argue that the innovation capability may not be a 
unitary set of attributes but that different kinds of innovation may require distinctive 
approaches. For example, the CIm process according to Bessant and Caffyn (1994) 
unfolds under some general stages as Table 2.7 illustrates. These stages are supported 
by certain underlying routines and abilities. These routines, i.e. “the ways we do 
things around here”, evolve over time into the ways in which individual organisations 
have learned to behave and have strategic value because they are difficult to replicate 
(Bessant et al. 2001). Each one of these abilities involves a specific pattern of 
behaviours which complement each other. According to Bessant and Caffyn (1997)
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developing an ability implies changes in its constituent behaviours and enhanced CIm 
capability results from developed abilities, which are all about changing 
organisational behaviours (Dabhilkar et al. 2007).
Table 2.7: Continuous Improvement core capabilities and contributing behaviours_____________
Core capabilities and contributing behaviours
‘Understanding’—the ability to articulate the basic values of continuous improvement e.g. shared belief 
in the value of small steps and that everyone can contribute
‘Getting the C l habit’—the ability to generate sustained involvement in Cl e.g. formal problem 
finding and solving cycle, measurement to guide the improvement process
‘Focusing C l’—the ability to link Cl activities to the strategic goals of the company, Cl activities are 
an integral part of the work of individuals or groups, not a parallel activity
‘Leading C l’—the ability to lead, direct and support the creation and sustaining of Cl behaviours, e.g. 
Managers support and lead by example the Cl process, recognise contribution of employees
‘Aligning C l’—the ability to create consistency between Cl values and behaviour and the 
organisational context (structures, procedures, etc.)
‘Shared problem-solving’—the ability to move Cl activity across organisational boundaries (e.g. 
cross-functional groups) inter-organisational relationships
‘The learning organisation’—generating the ability to enable learning to take place and be captured 
at all levels: People learn from their experiences, both positive and negative, seek out opportunities for 
learning/personal development, set their own learning objectives, groups at all levels share (make 
available) their learning from all work experiences, ensure that their learning is captured by making use 
of the mechanisms provided for doing so
‘Continuous improvement of continuous improvement’—the ability to strategically manage the 
development of Cl. There is a cyclical planning process whereby the Cl system is regularly reviewed 
and, if necessary, amended (single-loop learning)
Source: Bessant (2003:56)
The CIm process according to Bessant and Caffyn (1994) is enabled or inhibited by 
certain practices as Table 2.8 illustrates.
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Table 2. 8: Enabling and inhibiting practices of continuous improvement implementation process
Behaviour/routines Inhibiting practices Enabling practices
Getting the Cl habit ■ No formal process 
for finding and solving 
problems
■ Ideas are not 
responded to
■ Lack of skills in 
problem solving
■ No structure for 
enabling
■ Lack of motivation 
activities to happen
■ Lack of group 
process skills
■ Basic problem finding/solving
model—for example, Deming’s ‘plan, do, check, 
act’ (PDCA) or similar structural model plus training
■ Simple idea management system, based on rapid 
response
■ . Training in simple tools—brainstorming, 
fishbone techniques,
■ Recognition system
■ Simple vehicles, based on groups
■ Facilitator training
Focusing Cl ■ No strategic impact ■ Focus problem solving on strategic targets/policy 
deployment
Spreading the word ■ Lack of co-operation 
across divisions
■ Lack of process 
orientation
■ Cross-functional teams
■ Process modelling tools and training
Leading Cl ■ Conflict between 
espoused and practised 
values
■ Articulation and review
The learning 
organisation
■ No capture of 
learning
■ Post-project reviews
■ Storyboard techniques
■ Encapsulation in procedures
Continuous 
improvement of 
continuous 
improvement
■ Lack of direction
■ Running out of 
steam
■ Formal steering group and strategic framework
■ Regular review and re-launch of high- 
involvement innovation activities
Adapted by Bessant (2003:211)
The majority of the barriers to CIm implementation that have been supported from 
other studies (Gallagher et al. 1997) seem to focus on the challenge of gaining 
commitment and support from peers, learning difficulties, not using problem-solving 
tools and ineffective communication sharing. Enabling practices have been identified
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as senior management support in terms of resources, commitment and leadership, 
pilot projects for new ideas, cross-functional working, benchmarking and 
measurement methods to evaluate progress and learn from mistakes, timely and 
relevant training, opportunities from all levels to become involved in CIm, regular 
feedback and strong and visible leadership (Gallagher et al. 1997:217). Finally, the 
learning capability of CIm initiatives becomes apparent when the related activities 
become internalised and embedded to organisational culture to the point of 
routinisation, i.e. “the way we do things around here” (Bessant, 2000). Some of the 
embedded routines are:
■ involving the wider workforce in the innovation activities;
■ learning and unlearning of routines;
■ making small and frequent changes;
■ systematic focus on displaying and measuring and formalising tacit knowledge;
■ enhancing structured reflection.
One of the most difficult factors during the CIm implementation process is the 
organisational (un)leaming. The next section elaborates more on the issues around 
this important capability.
Organisational (un)learning
One of the critical behaviours of developing a CIm capability is organisational 
(un)leaming. One of the main outcomes of organisational learning and knowledge is 
innovation, i.e. knowledge creation derived from organisational (un)leaming (Wang 
and Ahmed, 2002). According to Kirby (2003:316) the acquisition of new knowledge 
is crucial to a culture of CIm and change. Hamel (2000:13) has acknowledged, 
organisational learning and knowledge management as the first cousins of CIm. 
Although, CIm is about getting things better, its links with learning is about managing 
knowledge with an ability to change continuously so as to improve effectiveness. 
According to Yulk (2002:301), knowledge is power and within the learning 
organisation, learning and innovation are particularly increased by encouraging 
experimentation, reflection, knowledge importation, information sharing, diffusion of 
knowledge, systems thinking and challenging assumptions about how thin work 
(mental models).
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According to Nonaka (1994), knowledge is classified into two types: codified/explicit 
and tacit. Codified knowledge is explicitly captured in records of the past such as 
libraries, archives, and databases and transmitted in a formal systematic language. 
Tacit knowledge is acquired and embodied through experience and procedures and 
can be found in cognitive elements such as paradigms, beliefs and viewpoints applied 
in specific contexts. Organisational learning in innovation involves the search, 
generation and modification of knowledge on existing or/and totally new practices, 
products and processes. According to Nonaka (1994), organisational learning is 
understood as a social process of interaction of tacit and codified knowledge through 
the intense and regular interactions between individuals (whereby information is 
generated and exchanged, shared and potentially accepted) and hence by the 
organisation as a whole.
Incremental or radical change depends on the degree of intensity of search and 
exploitation or exploration of knowledge. Exploration involves the pursuit of new 
knowledge (Levinthal and March, 1993) through searching and discovering future 
opportunities, experimentation, radical innovations and changes, risk taking, 
entrepreneurial mindset and tolerance to failure. Exploitation involves the use and 
development of things already known (Levinthal and March, 1993; March, 1991:71) 
through process management, selection, implementation, execution, refinement, 
developing effective routines, incremental innovation for known markets, quality and 
efficiency.
CIm has been found to be a dynamic capability (Bessant and Francis, 1999) that, 
when developed, enables an increase in organisational learning and efficiency 
through the repetition of a set of activities and effective routines and through building 
on existing core capabilities. However, these core capabilities may become 
competency traps (Leonard-Barton, 1992) when they are not developed into 
fundamentally new capabilities (Teece, Pisano & Shuen, 1997). Strategy and 
organisation theorists have also emphasised that a firm’s ability for sustainable 
competitive advantage is not only generated from its ability to increase efficiency 
and productivity but also its ability to achieve efficiency and innovation 
simultaneously i.e. parallel dynamic capabilities to exploit and explore (March, 1991; 
Benner and Tushman, 2003).
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There is a substantial literature (Benner & Tushman, 2003; March, 1991; Levinthal & 
March, 1993; Leonard-Barton, 1992; Teece, Pisano & Shuen, 1997) claiming that 
focusing organisational resources extensively on incremental innovation (e.g. process 
management techniques) may be beneficial for existing customers. However, focusing 
explicitly only on CIm may also be done at the expense of exploratory innovation that 
benefits emergent customers, new markets through exploring into new knowledge or 
departing from existing organisational skills. Tushman and O’Reilly (1996) and 
Benner and Tushman (2003) recommend companies to become “ambidextrous”, i.e. 
develop and manage exploitation and exploration simultaneously (see Appendix IV 
for definitions). Although there are not yet sufficient empirical evidence that 
companies are achieving continuous innovation, there are many authors claiming that 
in today’s competitive environment and with the progress of technology continuous 
innovation is possible and many companies are in the way of this route (Boer et al. 
2006).
However, over the last ten years there has been an increasing number of research 
studies suggesting that the ongoing interaction on the learning focus between 
exploration and exploitation processes is not only possible, but even necessary for 
sustainable competitive advantage (Corso and Pellegrini, 2007; Boer, et al., 2006). 
Innovation scholars have also initiated research on the interaction between radical and 
incremental innovation. However, investigations into these interactions are still in 
their infancy (Corso and Pellegrini, 2007).
Absorptive capacity
The flexibility to generate fruitful environment for both explorative and exploitative 
abilities (assimilate and acquire new knowledge while transforming and exploiting 
that knowledge and existing competencies) has been called absorptive capacity 
(Cohen and Levinthal, 1990). The development of organisational absorptive capacity,
i.e. the capability to acquire and process information, organisational memory and 
problem-solving is a critical and essential task to the organisational learning process 
(Wang and Ahmed, 2002).
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According to Cohen and Levinthal (1990: 128), the ‘absorptive capacity’ is the 
organisation’s ability to: “exploit external knowledge is a critical component o f 
innovative capabilities and is largely a function o f the level o f prior related 
knowledge”. A firm’s absorptive capacity can be translated as an ‘enthusiasm for 
knowledge’ and a ‘drive to stay ahead in knowledge’ (Leonard, 1995) and depends on 
the structure of communication between the external environment and the 
organisation, among the subunits and the organisation and also on the character and 
distribution of expertise within the organisation (Cohen and Levinthal, 1990).
Absorptive capacity was further enhanced by Zahra and George (2002: 149,185) who 
conceptualised it as a change-oriented dynamic capability that consists of acquisition, 
assimilation, transformation, and exploitation capabilities that enhances a firm’s 
ability to gain and sustain a competitive advantage. Dynamic capabilities are sets of 
organisational routines that can lead to the development of new operational 
capabilities, as well as the integration and reconfiguration of existing capabilities 
(Eisenhardt and Martin, 2000). In summary, the strategy literature emphasises the 
innovation-création (knowledge creation and utilisation) aspect of absorptive capacity 
and its role in stimulating the development of other organisational capabilities for 
competitive advantage.
Operations literature emphasises the role of absorptive capacity in enabling 
operational efficiencies and in effectively exploiting inter-organisational supply 
chains. Tu et al. (2006) examined the organisational mechanisms that can lead to 
higher absorptive capacity from a variance approach and identified four specific 
components or elements of absorptive capacity: prior relevant knowledge, 
communication network, communication climate, and knowledge scanning.
The literature shows that organisations with high absorptive capacity tend to follow 
risk-taking strategies and seek learning from new practices (O’Neil et al., 1998). 
Interestingly the culture of risk aversion (Mulgan and Albury, 2003) and the sceptical 
attitude and legislative constraints (Borin, 2001) were identified as a key barrier 
particularly common in the public sector. Research to understand what prevents the 
transfer of high performance work practices across a company (Szulanski, 1996) 
suggests that knowledge related barriers clearly dominate motivation related barriers.
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In other words, it is not that the organisations do not want to learn but because they do 
not know how. To this end Szulanski (1996) concludes that knowledge barriers could 
overshadow motivation barriers in the transfer of best practices within the firm.
Not only is the organisation’s absorptive capacity important, but so is the individual’s 
ability to absorb information and new knowledge and the ability of an employee to 
absorb information is a function of pre-existing knowledge structures (Szulanski 
1996; Cohen and Levinthal, 1990). In other words, learning is suggested to be more 
successful when the recipient already has related knowledge. As a result, learning a 
new practice in a new domain will be more difficult. Therefore it is implied that 
individuals with diverse knowledge background have increased potential to assimilate 
new information better, related it to what is already known and finally make new 
associations and linkages (Cohen and Levinthal, 1990). A good example is the 
Japanese practice of rotating their R&D personnel through marketing and 
manufacturing operations in order to create knowledge overlap and ultimately 
enhancing the diversity of background of their personnel. Sometimes certain sources 
of knowledge are favoured over others due to the fact that certain organisational sub­
cultures show favouritism towards some categories of employees over other 
(Davenport & Prusak, 1988). Moreover, the more deeply material is practiced; the 
better will be its later retrieval. Finally, if the learning of a new practice is 
discontinued before it is reliably learned, then little transfer will occur to the next step 
of the practice (Cohen and Levinthal, 1990).
The impact of CIm experience
Another important factor that seems to affect the nature of these behavioural routines 
is the experience that firms have in implementing CIm. However, as the CIRCA2 
team concluded it is not so much the experience in time that is changing the 
behavioural routines but most importantly it is the underlying behaviour of the 
organisation that is evolving, “the collection o f routines that show that continuous 
improvement is the way we do things around here”, is embedded in the culture 
(Bessant and Caffyn, 1994). In other words, what matters is the capability of the 
organisation and ultimately the capability of organisational members to understand
2 The Centre for Research in Innovation Management at the University of Brighton (CENTRIM) and in 
particular the Continuous Improvement Research for Competitive Advantage (CIRCA)
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the importance of CIm and institutionalise that across the organisation. The team also 
found that those firms that had been operating such systems for approximately seven 
years were classified as CIm innovators and showed widespread adoption across the 
whole organisation.
Other studies on TQM programmes (Dale, 1999:369) concluded that eight to ten years 
may be required to embed TQM principles, practices, systems, attitudes, values and 
culture, reinforcing the view that implementation and institutionalisation can be as 
problematic. Dale (1999:87) categorised organisations according to their TQM 
implementation level into categories as uncommitted, drifters and tool pushers:
1. Uncommitted: as organisations that have no formal process for quality 
improvement and it may be totally ignorant of TQM.
2. Drifters: as organisations that have been engaged in a process of continuous 
improvement for 2-3 years, but some members are expressing disappointment that 
TQM has not lived up to expectations. TQM is still considered the latest management 
fad.
3. Tool pushers: as organisations that have typically formal quality management 
system (for example ISO 9001 based quality management system) and they have been 
engaged in continuous improvement for 3-5 years. They employ a selection of quality 
management tools such as statistical process control, design of experiment, quality 
function deployment, and benchmarking is used for quick fixes of problems.
Rijnders (2002) developed a typology that consists of four types of CIm 
implementation processes based on retrospective interviews in 24 companies in 
Netherlands and two companies in Denmark. Rijnders (2002) work is a first step 
towards the development of process theory on CIm implementation in terms of spread 
and time, the role of key players and the impact of contextual events. The four types 
of CIm implementation processes were labelled according to the way they implement 
CIm process and were labelled as:
Exercisers: concentrate on training employees in CIm-related skills, but no effort is 
made to get CIm going as a routine behaviour in the organisation;
Sprinters: CIm implementation with considerable attention both to training and to 
stimulating CIm in the normal work, they implement several specific programmes in 
sequence;
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Novices: the implementation process is less steady and intensive, have little 
experience in implementing contemporary CIm;
Stayers: Show a basic continuity in the CIm implementation that is not observed in 
the other types with in-house development activity and customised CIm-related 
concepts, however there are slow periods of implementation process
There is limited research in terms of performance effects during implementation. One 
study in the area is Gertsen’s (2001) who found that firms experienced in continuous 
improvement perform better than firms which have just started the implementation of 
a CIm programme (Gertsen, 2001). Medium experienced firms, however, performed 
lower than both inexperienced and experienced firms. Another study by Laugen and 
Boer (2007) evaluating the implementation of a range of action programmes in two 
manufacturing companies showed that a broad and incremental implementation 
approach initially leads to reduced performance followed by a gradual improvement 
as larger parts of the programmes are institutionalised. This agrees with Pettigrew et 
al.’s study (2003) that suggests that substantial time, patience and persistence are 
necessary for complementary changes to take effect. These authors report that 
performance effects follow J-curves, i.e., deterioration during the first part of the 
implementation of the programmes followed by gradual improvement to a level 
higher than before the implementation started. During and Boer (2000) in a study of 
TQM implementation found also that the lack of experience with similar innovations, 
played a critical role with the inability of the companies to find people who could play 
the various innovation roles. Therefore according to this evidence previous experience 
influences how the innovation will be perceived and how it will be organised
Contextual factors
The findings of a quantitative study (Dabhikar, et al. 2007) that empirically tested the 
CIm capability model (previously presented in Figure 2.4) (Bessant and Caffyn, 1997) 
in the manufacturing sector across several countries (Australia, Italy, the Netherlands, 
Spain, Sweden and the United Kingdom) showed that irrespective of national 
specificity, CIm behaviour patterns emerge in a similar fashion, and furthermore, 
correspond to improved operational performance if adopted. In addition, other 
contextual variables such as company size and type of production system (job, batch, 
line, continuous) appear to be of limited importance. The authors suggest that this
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implies that CIm is something that can be implemented and developed successfully if 
managed properly, regardless of contextual, cultural and industrial factors. On the 
other hand, other empirical studies (Rijnders, 2002; Savolainen, 1999; Jorgensen, 
2003) suggest that specific characteristics of an organisation may influence CIm 
implementation. For example, Rijnders (2002) found that contextual events play an 
important role in the implementation process. In particular, he found that unless CIm 
is a major aspect of the organisations’ strategy, then the frequent change in 
management may jeopardise the continuity of a CIm programme, especially if CIm 
has not really proven itself.
This study does not investigate the CIm capability of organisations. It is interested in 
the factors that influence the implementation of a CIm tool by hospitality 
organisations. The characteristics of the hospitality sector have already been presented 
in Chapter One. The following section reviews the relevant previous research around 
innovation and incremental innovation implementation in the hospitality sector.
2.4 Implementing innovation in hospitality
Hospitality organisations like all organisations, strive to continuously improve and 
offer customers something distinctive in order to gain competitive advantage. The 
following section elaborates more on the types and degrees of innovation as 
distinguished in the literature.
Types of innovation in hospitality
According to Hjalager (2002:466) in terms of type of innovation, innovations in the 
service sector may consist of:
■ Product innovations -  new products or services, which are regarded as such either 
by customers or providers, or both.
■ Market innovations- new modes of communicating with customers e.g. large 
hospitality companies are developing easily recognisable and distinctive brands for 
different market segments.
■ Logistic innovations- new constellations of services and organisational flows.
■ Institutional innovations-the emergence of new organisations and new ways of 
providing financing, marketing, production, collaboration etc.
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■ Process innovations- new ways of providing the services, including new roles for 
customers in the service delivery process. Process innovations tend to raise the 
performance of existing operations by means of new or improved technology, or by 
redesigns of the entire production line, e.g. as a result of process re-engineering. 
Process innovations can .be combined with or result in subsequent product 
innovations. Hospitality companies also compete through the use of new technology 
(e.g. cook chill systems, self-check in, computerised management and monitoring 
systems, robots for cleaning and maintenance, and self-service devices).
Incremental and radical innovation in hospitality
Niche, regular and revolutionary innovation is another innovation distinction created 
by Abernathy and Clark (1985) which is based on knowledge management 
competencies and existing or new markets. This distinction has been adapted in the 
tourism and hospitality sector by Hjalager (2002) and according to Peters and 
Pikkemaat (2005) this type of differentiation seems to be suitable for tourism and 
hospitality where innovation is often based on core competencies:
■ Niche (e.g. hotel cooperation with tour operator) tends to deal with collaborative 
structures, but not core competencies.
■ Regular are the most incremental (e.g. quality improvements) and are realised 
with existing competencies.
■ Revolutionary (e.g. pre-cooked meals removed cooking skills) have a radical 
effect on competences.
■ Architectural (e.g. design hotels) are the most radical since they imply changes 
not only in the industry, but also in the society.
In terms of the degree of change, according to Pizam and Croes (2007) business 
models such as time shares, condo hotels, fast food restaurants, chain or franchised 
hotels do not disrupt the market but do manage to attract new customers, or existing 
customers to consume more. For example, time shares and condo hotels have captured 
a significant market of the hotel industry, but they have not dominated over hotels 
from the market. Francis and Bessant (2005:171) argue that “business model 
innovation relates to the situation in which a reframing o f the current product/service, 
process and market context results in seeing new challenges and opportunities and 
letting go o f others.” According to Alergo and Graff (2008:408), new business
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models are mainly introduced either by hotel chains or new entrants. A recent 
example of a new business model is easyHotel which was introduced by a new entrant 
of the market, easyGroup. The concept is to offer a recognised branded hotel room at 
a standardised quality, about half the price of the competition (other budget hotels).
Many new business process techniques in the hospitality industry also have the 
characteristics of discontinuous innovation in terms of totally replacing previous 
techniques, such as yield management, destination management systems, frequent 
flyer/guest programmes, energy management systems, electronic locking systems, 
global distribution systems, mass customisation, property management systems, 
revenue management, self-service technologies (i.e. self-check out systems) and 
central reservation systems (Pizam and Croes, 2007). In particular, online booking 
and reservations that replaced most of the travel agency business and themes parks 
that replaced amusement parks can be considered discontinuous innovation in the 
tourism industry (Pizam and Croes, 2007). The emergence of McDonald’s and the 
process technology of fast-food in the 1950’s (and its dominance for forty years) 
constituted a discontinuous innovation, completely changing industry growth rates, 
pricing assumptions and consumer perceptions of service and value (Bessant and 
Wensley, 2007). A very good example of another radical innovation is the reinvention 
of the coffee shop that Starbucks’ initiated which not only created growth for the 
company itself but for the whole sector (Delbridge et al. 2006).
Menu changes, hotel renovations, service delivery improvements or the emergence of 
new restaurants and chains represent incremental innovation. In the tourism industry 
most products and services have been of an incremental nature the last ten years. 
Incremental innovations can be considered winter tourism, convention centres, cruise 
lines, which have not managed to replace existing players (Pizam and Croes, 2007). In 
the hospitality industry, CIm in product/service and process can be achieved through 
menu engineering, customer satisfaction surveys, time and motion study, variance 
analysis, and mystery shopping (Jones and Parker, 2008).
Having identified the types and degrees of innovation as distinguished in the 
hospitality environment, the next section will elaborate firstly on the factors that seem
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to influence innovation in hospitality generally and then, specifically, in the field of 
incremental innovation.
2.4,1 Process factors
Innovative activity has been suggested to be the single most important factor for 
economic growth in all industries and sectors (Rosenberg, 2004). However, tourism 
and hospitality business in general are not considered innovators, but mainly adaptors 
(Hjalager, 2005). The literature review revealed that there is rare empirical research in 
innovation in hospitality with the majority of evidence preoccupied with the barriers 
that explain the lack of innovation. In the field of incremental forms of innovation 
there is considerably greater research, however, it is limited in the area of quality 
improvement, best practice implementation, and not in CIm implementation. The 
following section reviews research in each area.
Factors influencing innovation in the hospitality
As Alergo and Graff (2008:420) indicate the capital-intensive structure and 
conservative posture of the hospitality industry has not been driving innovation in the 
hospitality operations which “are about risk avoidance, sticking with the rules, and 
protecting the status quo” The barriers that have been suggested from the literature to 
inhibit hospitality and tourism organisations from developing and adopting innovative 
ideas and practices are presented in the following section and are summarised in 
Table 2.12.
Pizam and Croes (2007) identified from the literature the following barriers to the 
implementation of innovative practices in the hospitality industry:
1. failure to adopt ideas produced from academic and research institutions;
2. aversion to take risks;
3. lack of organisational ambition and vision;
4. lack to recognise threats, opportunities and changes in the global society,
5. lack of finance;
6. lack of expertise in service and product processes.
According to Hjalager (2005), the seasonality-base of hospitality enterprises as well 
as the lack of skilled workforce and the lack of human resources management inhibit
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also the adoption of innovations. Alergo and Graff (2008) argue that another 
contributing factor is that the majority of hospitality organisations are too busy with 
daily operations and few of them have invested in departments and specific processes 
that enable innovation.
Jones (1996) and Ottenbacher (2008:352) argue that different conditions encourage a 
systematic or a dynamic approach to innovation. A systematic but rigid approach to 
innovation is encouraged by the following conditions:
■ a bureaucratic culture;
■ mature marketplace;
■ the involvement of external consultants;
■ formal research and development departments.
On the other hand the conditions that encourage a dynamic and flexible approach to 
innovation are (Jones, 1996):
■ growing supply chain integration;
■ an organisational culture founded on innovation;
■ industry association sponsorship;
■ creative and entrepreneurial leadership;
■ deregulated markets.
According to Siguaw et al. (2006), a firm’s success may rely more on developing 
capabilities for innovation such as learning, acquiring, transferring and using 
knowledge and less on specific innovations (Enz and Harrison, 2008)(Table 2.12). 
However, one important barrier that influences the low occurrence of innovation in 
the hospitality and tourism sector is usually attributed to knowledge transfer 
problems. Contributing factors to this phenomenon are also structural factors, such as 
the small average size of firms that dominate the sector and the high firm mortality 
and start-up rates compared to other sectors (Hjalager, 2005). Small hospitality 
organisations lack economies of scale and the ability to raise their profit margins in 
order to reinvest in market research, product development or skills and training 
development (Pikkemaat and Peters, 2005) (Table 2.9). In addition, SMEs are usually 
reluctant to develop strategic alliances or co-operations with competitors, and “thus 
do not gain benefits from economies o f scope from the increased variations in product
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and services and thus a chance to increase customers ’freedom o f choice ” (Pikkemaat 
and Peters, 2005:91).
The literature also indicates that in small firms business goals usually reflect the 
personal goals of the owners/managers and thus their selected strategies to realise 
these goals influence the performance of their firms (Keats & Bracker, 1988; Kotey,
2005). For example, small firms are sometimes controlled by dynamic entrepreneurial 
characters that react quickly to take advantage of new opportunities and that firms and 
owner/managers with an entrepreneurial style are more exposed to new ideas and 
practices and tend to be more pressured to adopt them. However, not all small 
business owners have entrepreneurial management style. Garland et al. (1988) argue 
that entrepreneurs are more concerned with profitability and growth, while the main 
concern of small business managers is securing an income to meet their immediate 
needs. Large firms on the other hand, often possess a management structure that 
hinders entrepreneurial endeavour. Small business entrepreneurs might be more 
willing to adopt innovative practices than managers in large firms who are often 
controlled by accountants who are adverse to risk-taking (Ghobadian and Gallear,
1996) (see Table 2.9). While some small entrepreneurial firms enjoy the advantages 
of open-minded management, SMEs can also suffer from the management of an all- 
powerful autocrat, who refuses to take advice from his subordinates and who runs the 
firm entirely as (s)he sees fit to do so. Even if SMEs are managed by democratic-style 
owner/managers the problems may exist because they may lack the necessary 
expertise. Many small hotel owners have no management training and lead the 
company driven by their own personality and insight. This, however, may result in 
inflexibility and rigidity of business behaviour (Ghobadian and Gallear, 1996).
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Table 2.9: Contributing factors to the innovation initiation and implementation in the hospitality 
industry_____________ ______________________ ___________________________________________
Antecedents Enablers Barriers
External: Industry - Clear vision and ■ Strategic posture: ■ Capabilities
related problems culture that supports - Aversion to take risks - Lack of learning, and
- Semi-skilled innovation and risk - Lack of transferring cap
workforce, taking organisational ambition abilities
- High staff turnover - Top management and vision ■ Lack of expertise in
and capital move support - Lack of market their service or product
- High mortality rates - Teamwork and understanding processes
and start-ups collaboration - Failure to recognise ■ Lack of skills and
- Seasonality Decentralised threats, opportunities training development
- Intangibility approval processes and changes in the ■ Lack of financial
Internal - Communication global society ability to reinvest in
■ Structural: size - A learning focused ■ Networking market research/
■ Strategy related innovation orientation - Reluctant to develop product development
Rewards for successful strategic alliances and ■ Lack of managerial
managers co-operation and human resource
management
Source: Literature review
This entrepreneurial orientation can be illustrated using best practice examples from 
the hotel industry. For example, Four Seasons is an affiliated chain-hotel that 
constantly introduces new products and services that will make the returning guest's 
experience even more comfortable and convenient than before. Likewise, Marriott has 
put in place the infrastructure that incorporates the different market-based models that 
allow properties to respond to local conditions and has made the business case for an 
innovative total rewards strategy (Dube et ah, 1999; Fisher et al., 2003). Both hotel 
companies have been recognised as one of the 100 best companies to work for in 
North America by Fortune magazine. This entrepreneurial strategic posture has been 
also been positively associated with performance in the Asian hotel industry 
(Jogaratnam and Tse, 2006).
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Having identified some general factors (see Table 2.9) that seem to influence the 
occurrence of innovative practices in hospitality, the following section will elaborate 
more on the factors that appear to influence incremental innovation (Table 2.11). The 
majority of these studies have defined “best practice” as those practices that have 
been shown to produce superior results in terms of operational efficiency, greater 
productivity or higher profits or as “any practice, know-how, or experience that has 
proven to be valuable or effective within one organisation that may have applicability 
to other organisations” (O’Dell and Grayson, 1998).
Process factors for incremental innovative practices in the hospitality sector
A major study in the U.S. lodging industry by Dubé et al. (1999) investigated 115 
functional best practices and processes that had proven successful for a lodging 
company and promised to be an inspiration for other organisation to improve their 
practices. The study concluded with the following factors as being key to successful 
implementation of functional and overall practice (see Table 11):
1. employee involvement and
2. senior management commitment.
The study further suggests that sustained implementation relies on manager’s abilities 
to understand customer and employees needs, as well as creating value for the 
stakeholder. However, as the authors themselves noted, balancing these components 
is a challenging task especially in the lodging industry where different customers have 
different, and sometimes conflicting, wishes.
Another study by Enz and Siguaw (2003) was undertaken with the aim to investigate 
the “best of the best” champions and identify whether the benefits of adopting best 
practices had been sustained over time. Some of the best practice champions selected 
were Cendant Corporation, Day Hospitality Group, The Boulders Hotel, The Colony 
Hotel, Hyatt Regency Chicago, The Peninsula Beverly Hills Hotel, The Ritz-Carlton 
Chicago, Motel 6, and Travelodge. In each case a key manager or the original 
champion was interviewed to get an update on the use, modifications, and benefits of 
the practice. The study found that two factors may reduce the prolonged existence of a 
best practice (see Table 2.11). These were the high mobility of managers and the 
increasing rate of consolidation through mergers and acquisitions.
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In the UK an 18-month project commissioned by the Best Practice Forum and 
undertaken by a research team in the School of Management, University of Surrey 
(Bowen et al. 2003; Jones, et al. 2004; Hwang and Lockwood, 2006) indicated the 
core elements, key barriers and variation factors of best practice implementation in 
the tourism, hospitality and leisure industries. The project involved case study 
research with the research team interviewing 1,000 owners, managers and employees 
in 89 small and medium-sized businesses throughout the UK. The key elements of 
best practice implementation were identified as:
1. partnering and networking;
2. customer focused goals;
3. planning and control;
4. internal and external communication;
5. achieving consistent standards;
6. strategic workforce management;
7. cash flow;
8. performance management.
Some of these factors are consistent with the organisational capabilities of CIm in the 
manufacturing sector. The implementation barriers were mostly related to the nature 
of the service sector e.g. changes in demand, lack of skilled workforce, lack of 
competition and benchmarking and lifestyle. The team argued that the advantage of 
SMEs was the personal hands-on and active involvement of the owner. They 
concluded that the recognition, adoption and adaptation of the suggested core best 
practice elements, would improve SMEs’ standards of service and level of 
productivity, as well as level of profit (Hwang and Lockwood, 2006).
Networking was identified as one of the core elements of best practice in the same 
study (Jones et al. 2004) (Table 2.11).The evidence illustrated that networking can 
have a positive impact on innovation in all organisational contexts (i.e. small or large, 
established or new) and can be extremely beneficial for learning about best practices 
that other organisations have developed or adopted. Seeking, developing and 
establishing informal networks (with individuals) and formal networks (with 
organisations) can be a considerable challenge for the small business hospitality
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owners. This finding is especially important for the owner/managers of SMEs who 
depend primarily on informal forms of networking. This involves hospitality 
managers engaging themselves and their employees in conversations to learn about 
another’s business and what they have done to improve themselves. For example, 
what emerged from Shaw’s study (2006) was that staff in small firms believed that 
owners expect them to make use of their personal contacts to glean market and 
competitive information. This belief was also supported from the owners themselves 
who encouraged and rewarded such behaviour.
Other research highlights bad implementation strategies (Hansson & Klefsjo, 2003) 
and the inability of employees in defining new performance measures (Sousa et al.
2006) as the major obstacles to the adoption of quality management systems in small 
and medium sized UK organisations. Brah et al. (2002) also reported that the size of a 
company and the extent of its experience with TQM influence the implementation and 
the resulting level of performance quality. Hudson et al. (2001) also concluded that a 
discrepancy between theory and practice was identified in the development processes 
employed by SMEs, including a lack of strategic planning, lack of communication 
between managers and the lack of a structured process for development (Table 2.11).
While size and owner style were factors already identified in the innovation literature 
as influencing the process, location is another identified factor that differentiate the 
extent to which best practice varies between SMEs in the hospitality industry. One 
other important outcome of the study cited in Jones et al. (2004) was that location 
does matter in terms of how operations are managed. It is suggested that city and 
countryside establishments have different communication processes and different 
approaches to important stakeholders such as their employees and business networks. 
Urban hospitality firms may enjoy certain privileges, due to their location, that 
facilitates the process of adopting new practices. Moreover, these establishments are 
surrounded by large local and transient markets that they can take advantage of and 
thus have less seasonality of demand. On the other hand, if they are not competitive 
they can be easily threatened by their larger counterparts. Rural hospitality 
establishments are often remote from markets and can have accessibility problems 
due to distance or poor infrastructure and can also be highly dependent on 
intermediaries to connect supply with demand (Getz et al. 2004). All these features
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can add extra implications to the business such as increased costs, financing risks and 
limited ability to adapt to changes such as the adoption of a new practice. Therefore 
the investigation of the literature suggests that the location of a hospitality 
establishment can have an impact on the adoption of a new practice (Table 2.11).
The findings of a study by Kyriakidou and Gore (2005) into small to medium-sized 
hospitality operations suggests that the best-performing organisations of the sector 
share certain elements of culture including (Table 2.11):
1. supportive values such as building the future together;
2. cooperative setting of missions and strategies;
3. development of teamwork;
4. organisational learning.
The existence of a personal tie, credible and strong enough to justify listening to or 
helping each other can be beneficial to the knowledge transfer (Szulanski, 1994). 
Creating strong listening environments can decrease absenteeism and staff turnover 
which are rather common in the hospitality industry (Brownell, 1994; Green, Adam, 
& Ebert, 1985a). High efnployee turnover has been a crucial problem in the 
hospitality industry (Johnson, 1981; Bonn and Forbringer, 1992), and is linked with 
low compensation, inadequate benefits, poor working conditions, poor worker morale 
and job attitudes, and inadequate recruitment and potentially leading to employee 
morale problems (Silva, 2006:317). Wood (1992) and Riley (1980) also argue that 
high labour turnover among hotel staff should not necessarily be seen as negative for 
hotels but as an opportunity for skill development.
Manley (1996) argues that organisations that value long-term employment, should 
develop a culture of belonging. However, long term employment is not enough for 
organisational commitment. Organisational commitment has been defined by Porter 
et al. (1974:604) as the strength of an individual’s identification and involvement with 
a particular organisation which is evident in three factors:
1. a strong belief and acceptance of organisational goals and values;
2. a willingness to exert considerable effort on behalf of the organisation;
3. a definite desire to maintain organisational membership.
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Research on organisational commitment has also suggested that commitment consists 
of four factors: commitment to the organisation, to top management, to immediate 
supervisors and to work groups (Becker, 1992). According to Maxwell and Steele 
(2003) commitment can be encouraged by extending the job scope but not necessarily 
the workload or allowing role conflict.
When listening environments are strong, employees have a shared vision of the 
organisation’s mission and of what quality service means. Employees can then feel 
free to seek as well to share information that helps them to adjust to new work 
environments and job responsibilities. The communication channels used are another 
variable known to influence source-recipient relationship and the outcome of the 
knowledge transfer (Lewis, 1999). Such communication channels should ensure all 
potential adopters have access to the new knowledge and encourage them to get 
participation and provide feedback. For example, a study that investigated the 
implementation of high performative practices in the Irish hotel sector concluded with 
low levels of staff participation and involvement (Connolly and McGing , 2007). 
Hospitality leaders are the ones who have to establish and reinforce a supportive 
culture that recognises the investment of the new practice in the long term. After all if 
employees are not convinced of the potential gains they will never truly adopt (O’Dell 
et al. 1997).
An exploratory case study approach by Phillips and Louvieris (2005) using the 
balanced scorecard as the theoretical framework was taken to gain some insight into 
the performance measurement processes used by ten hospitality, leisure and tourism 
SMEs. The authors suggest that having a well trained and motivated staff into the 
process and a thorough understanding of the strategic direction is a prerequisite for 
effective performance measurement. Another series of case studies by Lockwood et al 
(1996) identified training, empowerment and motivation as contributing factors for 
quality management practice in the hospitality and tourism industry (Table 2.11).
Another empirical practitioner-based study conducted in small independent hotels in 
Ireland, UK, Europe and USA (CERT, 2000) showed that people are the key to 
success in the hospitality industry and that to deliver service excellence staff must 
have the appropriate attitude, skills and systems and therefore Human Resource
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management should be committed to developing people and using new ways of 
working to realise the potential of people. Likewise another study by Nixon (2000) 
examining high performance practices in the Irish hotel sector, showed low staff 
involvement as an important barrier, and suggests the development of human 
resources as a possible solution.
An empirical study conducted by the Department of State for the National Heritage 
(1996) concentrated on the performance of small, independent hotels at the lower end 
of the price range, with the aim to assess how they operate and what standard of 
service they offer so they could identify what makes some hotels perform better than 
others. The study found that the small independent hotel has the potential to be a very 
competitive product, if the personal touch can be combined with reliability in terms of 
the common standards such as service, facilities, operational control, business 
processes, training, marketing etc.
Evidence shows (Hunter, 2000) that affiliates of multi-establishment chains may be 
more likely to adopt innovative work practice, and the chains that support them are 
more likely to have bureaucratic departments to advocate such practices. For example, 
Hunter (2000) found in his research that large chains were also associated with the 
adoption of best practices and chain membership was associated with the usage of 
teams and Total Quality Management. If such practices are seen as legitimate, chains 
are more likely to adopt them. On the other hand, when the entire business is managed 
and controlled from a larger enterprise, then little or no discretion is left for the 
manager of the unit who has no participation in deciding what is best for the 
operations (Getz et al, 2004)
Motwani et al. (1996) conducted a rigorous review of the literature relating to 
implementation issues of quality management in the hospitality industry and stressed 
the need for benchmarking within this context. An empirical study by Phillips and 
Appiah-Adu (1998) found also that benchmarking tools facilitate the qualitative 
assessment of business processes and enhances the appreciation of a firm’s relative 
position which is a vital component of strategic planning. Small business hospitality 
establishments that dominate the industry can benefit from exploiting the potential of 
benchmarking.
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Hunter (2000) investigated the differences between manufacturing and service 
establishments in the use of five innovative work practices that affect the way work 
was organised inside firms: benchmarking was significantly related to the use of all 
the practices. Hunter (2000) found also that the most consistent predictors of adoption 
across practices and sectors (manufacturing and services) are (Table 2.11):
1. benchmarking;
2. co-operative research agreements with universities.
A three year empirical research by Massa and Testa (2004) into innovation 
management in the maintenance-services sector in selected subset of SMEs in Italy 
also concluded that by collectively using tools such as benchmarking, unspoken needs 
and demands might be discovered during problem solving and problem setting. 
However, while benchmarking is extensively used in large organisations there has 
been limited application among small hospitality businesses (e.g. Bottomley, 1995; 
Sundgaard et al., 1998). Kozak and Rimmington’(1998) study for example 
emphasised that the examples of benchmarking carried out among small tourism 
businesses have almost all been carried out by external third parties, who first benefit 
from the data before they provide information back to the industry.
Benchmarking in a practitioner based study (Cert, 2000) has been identified as a 
driver of change that stimulates creative tension and hence a process without an end. 
The various types of benchmarking are summarised by Lockwood (2008:222) (see 
Table 2.10):
■ Performance: Identification of key indicators e.g. statistical or metric
benchmarking;
■ Process: How operational capability is achieved (best practice benchmarking);
■ Management practice: Management of functions and operations;
■ Strategy: Identifying best practice at the level of strategy, re-aligning
strategies.
As the author indicates, performance and process are two complementary approaches. 
For example, in terms of performance hotels have used comparative data on average 
room rates and occupancy for many years to assess their rooms’ performance. In
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addition, the U.K. Institute of Hospitality’s Hospitality Assured scheme is another 
system that allows comparison against a national standard and the identification of 
those operations with the best practice in their field (Jones and Parker, 2008:348). 
However, identifying key performance indicators is not enough if one cannot find 
ways of changing how things are done in order to improve performance. 
Benchmarking best-practices generates on-going change and drives the organisation 
toward improvement. In addition, identifying better ways to manage operations 
(management practice) is very important and it becomes even more critical in the long 
term for the competitive advantage when that happens at the strategic level.
Another key decision is selecting the point of reference against which the 
performance is assessed. Lockwood (2008) summarises internal (time, departments, 
units, regions and divisions) and external (competitors, sector, industry, generic, 
regional, national, international) points of reference. Multi-unit hospitality 
organisations can conduct all types of benchmarking, while single unit enterprises, 
unless they are multi-faceted, may be restricted to external benchmarking (see Table 
2 .10).
Table: 2.10 Finding a focus for benchmarking
Focus Performance Process Management Strategy
Practice
Internal
Time
Departments
Units
Regions
Divisions
External
Competitors
Sector
Industry
Generic
Regional
National
International
Source: Lockwood (2008:222)
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Measuring organisational performance is not enough for a practice to be successful. A 
practice cannot be considered superior just because it has superior results. Situational 
and extraneous variables such as market or organisational history may cause a unit to 
have better results (O’Dell et al., 1997). For example, a series of case histories by 
Lockwood et al. (1996) on key success factors for quality management practice in the 
hospitality and tourism industry, researched at a senior level, identified measurement 
and control as important in the delivery of quality and the ISO 9000 experience to 
facilitate the introduction of the measurement, monitoring and control disciplines. 
However, the authors emphasise that these elements are subject to the management 
style and corporate culture of each organisation.
The following Table 2.11 presents a summary of the aforementioned literature review 
on the factors that potentially influence the implementation process of incrementally 
innovative practices (e.g. quality management programmes).
CIm implementation is a form of organisational change that requires a human capital 
prepared to deal with and fit in with new organisational arrangements without 
resistance to change. All the aforementioned evidence from the literature provides 
clear suggestions that CIm implementation can be facilitated when the organisation is 
capable of creating a motivated and involved workforce to encourage feedback, to 
create a culture of understanding of the staff’s needs and to reward their efforts.
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Table 2.11: Factors for incremental innovative practices in the hospitality sector
Antecedents Drivers Barriers Enablers
External: Strategic posture Climate Climate
industry - Owner style - High mobility of - Employee involvement
problems - Strategic managers - Senior management
- Changing direction - Complacency commitment
demand Benchmarking - Limited resources - Active involvement of owner
- Lack of skilled - Enhances the - Lack of skilled labour - Well trained and motivated
workforce appreciation of a - Lack of training budget staff
- Increasing rate firm’s relative
of mergers and position Org. capabilities Organisational and
acquisitions - Lack of group problem individual capabilities
- Lifestyle Partnering and abilities - Building the future together
- Lack of networking - Lack of cross functional - Building the ability to learn
competitive - Strategic flexibility - Collaborative setting of
benchmarking, alliances - Difficulty in missions and strategies
- Co-operative articulating key - Creating value &
Internal research performance factors understanding
- Size agreements customer/stakeholder needs
- Location - Development of teamwork
- Strategy and organisational learning
- Ownership form - Monitoring organisational 
performance
- Planning and control
- Internal and external 
communication
- Achieving consistent 
standards,
- Strategic workforce 
management
Source: Literature review
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2.5 Conclusion
This study investigates the implementation process of a CIm tool. This chapter has 
linked the study with the theoretical approaches of innovation process research and 
CIm theory. Innovation process research has been reviewed because it informs the 
theory which has been build up around the process of implementation, in particular, 
v process research theory on ‘adoption through implementation’ as the process by 
which recipient user organisations select and implement an innovation into their 
organisations. CIm theory is included because the type of innovation in this study is a 
single tool where its implementation promises CIm to recipient organisations.
The chapter has identified:
■ The process location of this research within the streams of innovation process, i.e., 
adoption through implementation (the study will use the term implementation).
■ The type of change (process change) and the degree of novelty/change 
(incremental changes), i.e. a tool that enables CIm.
■ The process and stage models on CIm implementation through tools and abilities.
■ The process factors that drive and enable the implementation of CIm tools.
■ Relevant research in the hospitality context.
Although, the majority of literature on CIm suggests that contextual factors such as 
company size and production process type (Jorgensen et al. 2006) or national factors 
(Dabhilkar et al. 2008) are of limited importance in the implementation process, the 
related literature in hospitality implies that context does matter. The following table 
(Table 2.12) presents a summary of the activities, practices and related factors that 
appear to influence the implementation process from the literature (Tables 2.9, 2.11). 
The first category is the ‘antecedents of adoption’ and includes contextual 
characteristics, such as the size, the location, the ownership form and the formality of 
strategic planning and control. These factors potentially influence all the process. The 
second category is the ‘implementation drivers’ and consists of the factors that 
influence the decision to proceed into adopting a new practice. Such factors have been 
identified from the literature as the role of benchmarking, the role of networking and 
the role of the strategic posture of the owner/manager and the firm. Finally, the third 
category is the ‘implementation process enablers’ and this category constitutes the
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general factors that affect the implementation process itself, such as the organisational 
capabilities, the employees’ abilities, the role of leadership functions and the role of 
measurement.
Table 2.12: Implementation process of a CIm tool: Antecedents, Decision Drivers and Process 
Enablers
ANTECEDENTS TO ADOPTION
EXTERNAL
ENVIRONMENT
INTERNAL
■ SIZE & ORGANISATIONAL STRUCTURE
■ LOCATION 
■ FORMALITY OF MANAGEMENT CONTROL
■ FORMALITY OF STRATEGIC PLANNING
DRIVERS FOR IMPLEMENTING ENABLERS FOR IMPLEMENTING
■ INSTITUTIONAL PUSH/PULL
■ STRATEGIC POSTURE OF THE FIRM
■ THE ROLE OF NETWORKING
■ THE ROLE OF BENCHMARKING
■ ORGANISATIONAL CAPABILITIES
■ EMPLOYEE’S ABILITIES
■ THE ROLE OF LEADERSHIP
■ THE ROLE OF MEASUREMENT
Source: Literature review
The researcher can now forward the following conclusions:
■ The general process-activities of implementing radical or incremental forms of 
innovation are search, adoption, and implementation.
■ These processes will be influenced by a variety of factors (adoption drivers and 
implementation enablers/barriers). '
■ The nature of CIm is a form of incremental innovation, i.e., it brings steady-state 
improvements and is enabled by CIm tools and CIm capabilities.
As evident from the literature review the majority of the research output in hospitality 
on CIm has been produced in the previous millennium (e.g. Lockwood et al. 1996; 
Camison, 1996; Breiter and Bloomquist, 1998; Ingram and Daskalakis, 1999) with 
limited empirical evidence on the actual CIm capability (e.g. Dwyer et al. 1998) and 
limited recent research (e.g. Louvieris et al. 2003). Although there is important recent
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research on the identification of ‘best practices’ as factors central to the success of 
high performing hospitality organisations (Bowen et al. 2003; Dube et al. 1999), this 
research is limited by the subjectivity of the definitions of ‘best practice’ in terms of 
businesses used as the ‘best’. Finally, there is limited research on the actual 
implementation process of CIm tools, especially on CIm tools applied to the 
hospitality sector.
Due to the fact that the majority of innovation management and CIm theory has been 
biased towards manufacturing and the majority of existing research fails to cover 
implementation or neglects the behavioural aspects of the process, the aim of this 
thesis is to investigate the implementation process of a CIm tool in the hospitality 
industry using the s-as-p perspective. The next chapter suggests that the 
implementation of a CIm tool should be analysed as a social practice of organisational 
change; as something that people ‘do’ rather than something that organisation ‘have’ 
and makes the argument that there is a need for a strategy-as-practice perspective that 
can identify the behavioural aspects of the process. This approach responds to the 
increasing demand in contemporary streams of strategy for more micro-perspective 
research (Whittington, 2001; Jarzabkowski, 2004).
93
Chapter Three From Strategy Process to Strategy-as-Practice: towards a research framework:
Chapter Three:
Strategy-as-Practice: towards a research framework
This chapter positions the study in the field of strategy-as-practice. Firstly, it shows the 
contributions and limitations of adopting the traditional strategy process perspective and 
suggests taking a strategy-as-practice (s-as-p) perspective. S-as-p suggests that practices 
gain meaning when they are studied in their implementation, use or application (De 
Certeau, 1984; Jarzabkowski, 2004). The s-as-p research agenda is concerned with 
strategy as a situated, socially accomplished activity constructed through the actions and 
interactions of multiple actors (Jarzabkowski, 2005:7; Whittington, 2002). Consistent 
with this approach, strategy in this thesis is eventually addressed as a social practice, a 
phenomenon consisting of social action. This chapter, therefore, identifies the need to 
study the behavioural aspects of implementation through the use of a CIm tool, as 
something that people ‘do’ rather than something that organisations ‘have’.
3.1 Strategy process
According to Chakravarthy and White (2006), historically the investigation of strategy 
process tends to address the question of how strategies are formed, implemented and 
changed where decisions and actions are the core elements of that kind of strategy 
process, though not essentially in that sequence. According to Mohr (1982) and Rescher 
(1996), process entails how and why things evolve over time. Strategy Process 
specifically refers to the temporal evolution of particular organisations or sets of 
organisations (Chakravarthy and Doz 1992; Van de Yen 1992; Pettigrew 1992). Quoting 
Van de Yen (1992: 169), “Strategy Process research is concerned with understanding 
how organisational strategies are formulated and implemented and the processes o f 
strategic change
According to Garud and Van de Yen (2002), process studies are fundamental to 
developing and testing theories of organisational adaptation, change, innovation and 
redesign. Tsoukas and Knudsen (2002) argue that although there is a plethora of studies 
on process explanations the majority tend to be relatively atheoretical or portray well
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planned' linear models that minimise the element of the human agency. Quoting Tsoukas 
and Chia (2002: 568-569):
“Change programmes ‘work’ insofar as they are fine-tuned and adjusted by actors in 
particular contexts -  that is, insofar as they are further changed on an ongoing basis. 
Unless we have an image o f change as an ongoing process, a stream o f interactions, and 
a flow o f situated initiatives, as opposed to a set o f episodic events, it will be difficult to 
overcome the implementation problems o f change programmes reported in the 
literature. ”
Sminia (2009) drawing on a review of strategy process research, argues that there are 
various schools of thought on understanding the strategy process and explaining the 
outcome (detailed examination of each scope is beyond the scope of this study). For 
example, Mintzberg et al. (1998) offer ten schools of thought which they refer to as being 
prescriptive (design school, the planning school and the positioning school) and 
descriptive (visionary process, a cognitive process, a learning process, a political process, 
a cultural process, a process driven by environmental pressures and a process that 
involves skipping between configurations). Another more general distinction of process 
theories has being made by Van de Yen and Poole (1995) who have summarised the 
strategy process literature into four generic process theories (life cycle, teleology, 
dialectics and evolution theory; see Appendix V for a brief outline) which differ along 
two dimensions: the mode o f change (prescriptive or emergent) and the unit o f change 
(single or multiple entities) (Garud and Van de Yen, 2006:207-210). Although this rich 
variety of schools of thought exists, what appears to be common, according to Sminia 
(2009), is a choice between two perspectives; the prescriptive and the descriptive 
perspective.
The prescriptive is the rational perspective which according to Mintzberg (1994), Rasche 
(2008) and Sminia (2009) views the strategy process as a decision-making process that 
assumes that thinking (strategy formulation) and action (strategy implementation) are two 
distinct entities (see Figure 3.1). Strategy formulation concentrates on the decision 
making of strategy whereas strategy implementation is interested in how the decisions are 
put into action. This linear thinking of strategy process takes for granted that thinking 
precedes action, however, according to Mintzberg (1994) and Weick (1979:188), “the
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purpose o f strategic planning is not to create strategy but to retrospectively reduce 
ambiguity by recognising a pattern in past action and explain it as strategy”. Quoting 
Weick (1979:188 in Chakravarthy and White, 2006:191):
“Organisations persistently spend time formulating strategy, an activity that literally 
makes little sense given the arguments advanced here. Organisations formulate strategy 
after they implement it, not before. Having implemented something- anything- people can 
then look back over it and conclude that what they have implemented is a strategy”.
Similarly, Rasche (2008:7) argues that one has to address the primacy of thinking paradox 
by recognising “that the meaning o f the decision criteria is constituted in the course o f 
action” (Figure 3.1). In other words, while a decision can only be justified with regard to 
action, action itself also needs a decision to come about, i.e. the meaning of decisions can 
be fixed in a retrospective manner. Quoting Rasche (2008:7): “we need to break with the 
either/or-logic to give reference to both, formulation and implementation at once; 
strategy formation is thinking within (and not prior to) action. ” Chakravarthy and White 
(2006) similarly argue that strategy process scholars should be concerned with developing 
a holistic understanding of a process that bridges the artificial divide between strategy 
formulation and implementation.
Figure 3.1 : The primacy of thinking at the strategy process
— ^P rem ises that 
underlie stratè^te-decisions 
ire constituted within strategy 
implementation
Strategy
Formulation
(Decision)
Strategy implementation 
doeSsmt come about withdut 
strategicdedsions (
Strategy
implementation
(Action)
Source: Rasche (2008:222)
Every definition of strategy and innovation therefore depends on the underlying 
assumptions of the researcher. Strictly speaking, strategy process studies are about 
strategy (why and how they are formed) and not about innovation. However, Van de Yen
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et al. (2000) argue that innovation as a general management problem is about change. 
Thus, often in their work on the management of innovation (Minnesota Innovation 
Research Programme) Van de Yen et al. (2002) interchange innovation as a strategy 
change process of how organisations can implement innovation and become innovative 
(Sminia, 2009). Chapter Two has also demonstrated how the focus on discrete actions and 
the primacy of thinking is also dominant in the innovation adoption literature (e.g. 
Rogers, 1983) and implementation of CIm tools or promising practices literature (Leseure 
et al. 2004). The organisational change literature (influenced by three-phase model of 
planned change (‘unfreezing, change and refreezing’) (Lewin, 1952) and the 
Organisational Development perspective- see Appendix XVI) has also been criticised for 
attempting to stabilise and solidifying change when it is in fact a dynamic and complex 
process (Dawson, 1994).
In addition, according to Rasche (2008) there is still no single universally accepted 
definition of strategy and every definition depends on how the strategy in question has 
been approached. For example, strategy scholars that place emphasis on the need to plan 
ahead, i.e. primacy of thinking, perceive strategies as deliberately planned. For them 
strategy process is essentially a decision-making process. On the other hand, those that do 
not base their assumptions on the capacity of managers to plan ahead, argue that since the 
underlying logic of decisions may only be perceived in the course of their 
implementation, that makes strategies an “emergent and retrospective phenomenon” 
(Rasche, 2008:32). For them strategy is the pattern that emerges over time from the 
decisions and actions taken by the organisational members (Chakravarthy and White, 
2006).
The descriptive perspective, therefore, argues against the primacy of thinking and views 
strategy process as one entity, namely strategy formation. The descriptive perspective is a 
representation of Mintzberg and Water’s (1985) image of strategy formation where a 
realised strategy is a convergence of an intended and emergent strategy during which 
deliberate managerial intentions, the subsequent implementation efforts and the 
unexpected emerging developments “together result in resources being allocated, 
strategic positions being taken up, and performance being achieved” (Sminia, 2009:99). 
Likewise, Ragud and Van de Yen (2002) argue that moving away from a world that is 
linear (formulation and implementation) to one that is non-linear (formation), one needs a
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different way of conceptualising processes associated with change. According to Rasche 
(2008) the term ‘improvisation ’ fits the conception of formulation and implementation as 
recursively connected, e.g. what is planned is already in need of modification. 
Organisation improvisation is borrowed from organisational theory and is based on the 
jazz metaphor where musicians create real time music while continually adjusting to the 
changing interpretations of the other group members, i.e. composing while performing. 
According to Weick (1993:348) organisational improvisation is “about continuously 
reconstructing processes and designs; the creation o f something while it is being 
performed”. However, as Rasche suggests (2008:232) improvisation needs to be enforced 
by organisational members and not just a small group of people, quoting: “to gain 
strategic momentum, improvisation needs to be acknowledged by others and thus ‘move ’ 
in some way through the organisation
The following section will present the contribution and limitations of the strategy process 
analytical approach (Pettigrew, 1985; Dawson, 2005) and then justify the strategy-as- 
practice as the appropriate perspective (Jarzabkowski, 2007; Whittington, 2006) that the 
researcher used for conceptualising the implementation process. This study aims to offer 
a descriptive understanding of the implementation process of a CIm tool. Consequently 
detailed examination of each one of the other sub-approaches is beyond the scope of this 
study.
Contributions and Limitations of Strategy Process
From the strategy process field, the processual research has gained increasing value as an 
approach to understanding the dynamics of organisational change. Processual theorists 
(Pettigrew 1985, Van de Yen and Poole, 1995; Langley, 1999; Dawson, 2003; Ropo et 
a l l 997) come to satisfy the need of acknowledging the embeddeness of actions and the 
temporal interconnections between processes in a holistic rather than linear manner. 
Although the processual approach assumes non-linearity, it is not against the importance 
of planning for change; rather, it emphasises that change is unpredictable and therefore 
there will be a need for adaptation (Dawson, 2003). The processual approach aims to 
understand change in terms of the multi-level interactions between change substance, 
context, implementation process, and organisation politics over time. Processual research 
achieves that by emphasising the importance of context through mainly longitudinal
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qualitative data and through concepts formulated from the literature and from data-driven 
induction (Dawson, 2003; 2005).
Pettigrew (1985) introduced the contextualist approach to processual research. His 
principal research question was: How do context, process and content combine and 
explain outcome? In his work on explaining why similar change initiatives produced such 
dissimilar outcomes, Pettigrew (1985:438-476) demonstrates how strategic change is a 
continuous process with no clear beginning or end and how it is often influenced by 
cultural and political factors. For example, in one study of why organisations manage 
change differently in similar circumstances, Pettigrew and Whipp (1991) found five 
interrelated mechanisms that influence the process: environmental assessment, leading 
change, linking strategic and operational change, human resources (assets and liabilities), 
and coherence. In another similar study in the NHS by the same authors, eight factors 
were found to influence variations in managing the change process: quality and coherence 
of policy, environmental pressure, change agenda and its locale, simplicity and clarity of 
goals and priorities, co-operative inter-organisation networks, managerial clinical 
relations, and key people leading change.
Therefore, Pettigrew (1985) having criticised the then current organisational theories of 
change as ahistorical, aprocessual and acontextual, found the explanation of strategy 
change in the context, process and content of the organisations (Sminia, 2009). This 
approach is called the contextualist approach because “zY refers to the examination o f  
processes o f change within a historical and organisational context” (Johnson, 1987:5). 
To contextualists it is the interconnectedness between content, process and context that 
reveals how it is possible for both context and content to vary as the process unfolds over 
time. Especially the historical antecedents to change are critical to any ‘processual’ or 
‘contextualised’ analysis. Pettigrew (1997: 341) claims that “Antecedents shape the 
present and the emergent future...the past is alive in the present and may shape the 
emerging future” and that (1985:1) “change and continuity, process and structure, are 
inextricably linked”.
Although Pettigrew’s work has been widely referenced, discussed and applied in the 
organisational change literature, it has also been criticised (Eûmes, 2000; Buchanan and 
Boddy, 1992). Two of the major criticisms of Pettigrew’s (1985) processual approach are
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firstly that the dynamics of the processes he addresses are not explored in a manner that 
facilitates the easy identification of practical advice. Secondly, there is also criticism by 
Knights and Murray (1994) on the tendency in his work to view strategic change from the 
perspective of senior management through assuming established priorities and values to 
be legitimate (Dawson, 2004). Although Pettigrew claims that he does view politics as a 
natural and everyday process, his focus on his work remains on the higher levels of 
management due to the fact that the decision to change is being made by senior managers 
and therefore at “these high levels the greatest political activity is released”, rather than 
during implementation when constraints have already been met (Pettigrew, 1985: 43). 
Although Dawson has included multiple perspectives, his work has also been criticised 
for formulating guidelines in one book (Dawson, 1994) and then criticised for providing 
no practical guidance in another (Dawson, 1996).
In summary for the last three decades Strategy Process research has contributed 
significantly to the strategy field. As Johnson et al. (2003-11-13) claim:
1. The Strategy Process School has helped Strategy to be recognised as an 
organisational phenomenon rather than a macro strategy problem external from 
the organisation.
2. Process studies have linked the driving forces of change with human actions and 
have introduced internal politics and organisational tensions as negative and 
positive forces influencing the outcome of strategy process.
3. Strategy process research has also legitimized in-depth case studies which have 
come to complement the large-scale aprocessual surveys in the traditional strategy 
performance studies.
All these three strategy process contributions are considered significant elements in the 
emerging strategy-as-practice based view (Johnson et al., 2003). However, limitations 
have also been identified.
Johnson et al. (2003) have summarised six limitations within the legacy of Strategy 
Process, claiming that these limitations are the challenges that the Strategy-as-Practice is 
called to respond to. The first limitation is that process research has contributed a great 
deal in the organisation decision-making and change processes but has done so on the 
organisational level and not so much at the practical activity level.
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The second limitation is that process research has focused on the top and middle 
managers’ strategic activity and has taken for granted their significant role in the strategy 
process, without placing attention to the managers at the periphery. Strategy process 
research (e.g. Pettigrew’s (1985) has also been criticised for its prescriptive accounts that 
limit the practical implications for managers. Other limitations in process research are 
found in its separation from content research, its lack of linking the process with strategic 
outcomes and its thick descriptions of data with limited practical implications for 
managers (Johnson et al., 2003).
The following Table (3.1) summarises the limitations and contributions of the strategy 
process perspective (Johnson et al. 2003).
Table 3.1: Contributions and limitations of the strategy process perspective
CONTRIBUTIONS OF 
STRATEGY PROCESS
LIMITATIONS OF 
STRATEGY PROCESS
TOWARDS A PRACTICE 
PERSPECTIVE
1. Process researchers have opened 
the black box of organisations and 
have recognised strategy as an 
organisational phenomenon.
2. The introduction of internal 
politics (Pettigrew, 1977) and 
organisational tensions (Normann, 
1977) into the strategy process.
1. Process research has not been 
interested in the practical activity 
and tools necessary for the 
decision making and 
organisational change; it is 
preoccupied at the organisational 
level, not at the practical activity 
level.
1. Get closer to the practical 
tools and activities that make 
strategy happen, use real than 
retrospective accounts.
2. Process research has 
emphasised the role of the top 
managers at the strategic centre
2. Should be neutral on the role 
of managerial agency, because 
activity on the periphery can 
have crucial effects.
3. Limited practical implication 
because of descriptive case 
studies.
3. Transform descriptive 
contributions to more helpful 
models for managing.
3. Process studies have 
“humanised” strategy development 
(Pettigrew et al. 2002: 12).
4. There is too sharp a dichotomy 
between content and process.
4. Content is regarded as an 
inherent part of process.
3. The legitimisation of small in- 
depth case studies.
5. Usually it does not link the 
process with strategic outcomes 
(except Pettigrew and Whipp 
1991).
5. Be clearer about what is 
explained and in what terms.
6. Processual case studies have a 
strength and a weakness: too rich 
empirical data, with too few 
rigorous analysis and systematic 
comparisons that can accumulate 
knowledge.
6. Use of empirical case studies 
to establish patterns across 
similar issues and bring theory 
that can explain why, how, in 
what circumstances and 
outcomes.
Adapted from Johnson et al. (2003: 11-13)
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The challenge for the emergent activity-based view is to study the same strategic issues 
but from the perspective of the “activities o f individuals, groups and networks o f people 
upon which key processes and activities depend... with the detailed processes and 
practices which constitute day-to-day activities o f organisational life and which relate to 
strategic outcomes” (Johnson et al. 2003:14). According to Whittington (2007) as much 
as Strategy Process and Strategy-as-Practice have a very close relationship in the strategy 
tradition, they have also some fundamental differences. S-as-p differs from traditional 
process research in the following aspects (Jarzabkowski, 2005; 2008; Johnson et al. 2003, 
Whittington, 2007):
1. In its view of agency;
2. In its production and reproduction of strategic action rather than seeking to 
explain strategic change and firm performance;
3. Its perspective on strategy at multiple levels of action and interaction rather than 
only at the level of the firm.
The following section will review the strategy-as-practice field and will elaborate more 
on these differences.
3.2 Strategy-as-practice
There is an increasing demand in contemporary streams of strategy for a more micro­
perspective in research. Although strategy process literature has been recognised for the 
valuable contributions to the strategy field, as illustrated in the previous section, it also 
has some key limitations that the new emerging strategy-as-practice field, comes to 
respond to.
f
The field of strategy-as-practice research has emerged in the last few years, as a response 
to the need to re-position the role of human agency and activity-based research in the 
strategy (Jarzabkowski et al., 2007; Whittington, 2003; Pettigrew et al., 2002). According 
to Jarzabkowski and Spec (2009:70), s-as-p as a research topic is concerned with “the 
doing o f strategy; who does it, what they do, how they do it, what they use and what 
implications this has for shaping strategy”. ‘Strategy’ in the s-as-p field, is 
conceptualised “as a situated, socially accomplished activity, while strategising 
comprises those actions, interactions and negotiations o f multiple actors and the situated 
practices that they draw upon in accomplishing that activity” (Jarzabkowski et al.,
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2007:7). Johnson et al. (2003) refer to strategising as the “doing o f strategy”, as 
something that the members of the organisation do and not as something that they have. 
As indicated by its verb-form, strategising refers to the continuous practices and 
processes through which strategy is conceived, introduced, implemented, maintained, 
renewed or perhaps terminated as an ongoing process (Johnson et al., 2003). Accordingly, 
time and context are critical aspects of strategising.
Three elements have been described as discrete but interrelated phenomena in the theory 
of practice (Whittington, 2006): Praxis, practices and practitioners (see Figure 3.2 and 
Table 3.2):
1. Praxis
Praxis entails the whole human action and refers to what people actually do - the work of 
strategy (the flow of human activity through practical activities). Sztompka (1991) argues 
that “praxis is where operation and action meet, a dialectic synthesis o f what is going on 
, in a society and what people are doing”. According to Reckwitz (2002:249), praxis is an 
emphatic term to describe the whole of human action with micro and macro properties. 
Macro involves the ‘what is going on in society’ and the micro involves the ‘what people 
are doing’. Consequently, praxis is an embedded and dynamic concept that can be 
operationalised at different levels. At the individual (micro) level praxis may involve 
individuals engaged in the implementation of a practice. At the institutional (macro) level 
praxis might involve the diffusion of a particular practice within an industry. Drawing 
upon these definitions of praxis Jarzabkowski and Spee (2009:73) distinguish three levels 
of praxis within the s-as-p literature. According to this distinction, this study can be 
located at the meso level point (B in Figures 3.2 and 3.3):
■ Micro: those studies that attempt to explore and explain strategy praxis at the level of 
the individual or group experience (e.g. every day experiences);
■ Meso: those studies that attempt to explore and explain strategy praxis at the 
organisational or sub-organisational level (e.g. change programmes, or strategy 
process or a pattern of strategic action);
■ Macro: those studies that attempt to explore and explain strategy praxis at the 
institutional level (e.g. action within a specific industry).
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Strategy praxis is about the flow of activities of strategy such as planning and decision­
making, done formally or informally through ad hoc meetings. Schatzki (2001), and later 
Whittington (2002), also suggest that ‘praxis’ includes both ‘activity’ and ‘practice’ and 
that praxis can become ‘practice’ when the involved activities of the praxis become 
regular patterns of individual or organisational routinised activities, i.e. when praxis is 
practiced. This praxis is the work of strategy-making and according to Whittington (2007) 
is the only point where s-as-p overlap with strategy process. At the point of ‘praxis’ 
strategy process and strategy-as-practice may overlap since both are interested in the 
processes and activities of the strategy. However, s-as-p does not focus only on the 
macro-level of firms and markets as the traditional strategy research does; rather it 
relocates the attention on the actions and interactions of practitioners in their construction 
of strategy. The Strategy-as-Practice perspective investigates the practice of strategy, in 
other words the ‘doing of strategy’. The s-as-p perspective disregards the opposition 
between strategy process and content and refocuses research on both the formation of 
strategy (process focus) and the outcome of strategising (content focus) (Rasche, 2008). 
As Whittington (2007) and Schatzki (2005) argue strategy under the sociological eye is 
perceived as a social practice, a practice of human activity where organisation as well as 
people and practices receive equal attention.
2. Practices
This section provides the theoretical aspects of the term ‘practice’ and then proceeds in 
placing practice within the strategy-as-practice field.
Defining practice
Reckwitz (2002:249) provides a general and commonly used definition of practice as: “a 
routinised type o f behaviour which consists o f several elements, interconnected to one 
other: forms o f bodily activities, forms o f mental activities, ‘things’ and their use, a 
background knowledge in the form o f understanding, know-how, states o f emotion and 
motivational knowledge. ” Giddens (1979:56-57; 1976:75) defines practices as 
“regularized types o f acts” emphasising their institutionalised nature. Giddens (1979) 
states that although practices are situated in a routinised pattern, actors change and adapt 
them according to their needs and local contexts. According to Jarzabkowski, (2004:531) 
“t/ze term ‘practice’ implies repetitive performance in order to become ‘practiced’; that 
is, to attain recurrent, habitual, or routinised accomplishment o f particular actions
104
Chapter Three From Strategy Process to Strategy-as-Practice: towards a research framework:
Rasche (2008:275) having reviewed the literature on practice theories, concluded that a 
major distinction of activities/actions from practices is their:
■ recurrence (regularised yet situated character) and their
■ observability (their socially recognised nature)
Routines have also the characteristic of recurrence. Routines have to be practiced even a 
few times e.g. evacuation of a building procedure. Activity or rules occurring only once 
can hardly be called routines (Becker, 2004). One of the characteristics of routines is the 
notion of ‘patterns’. Winter (1964:263) for example, defined a routine as “a pattern o f 
behaviour that is followed repeatedly, but is subject to change i f  conditions change”. 
However, there exists a conceptual ambiguity in the literature around the content of these 
patterns. Becker (2004:644) has summarised four different terms in the literature 
describing the content of patterns in routines:
1. action;
2. activity;
3. behaviour;
4. interaction.
Except from the terms action and activity which have being used as synonyms the other 
terms are all subsets of action but imply different things in the management literature. For 
example, “behaviour” is distinguished from action/activity because is observable. 
Interaction is distinguished from individual recurrent action (i.e. habit) because it 
involves multiple actors which form the recurrent pattern collectively (Becker, 2004:644). 
Routines require collective interaction of multiple actors who may be located in different 
units. As mentioned earlier, routines are collective phenomena which differ from 
individual habits, however organisational routines can be at risk when individual habits 
work toward different interests. According to Levitt and March (1988), routines have an 
independent existence of particular personnel because they act as transfer vehicles of 
organisational lessons and memory, especially to the new organisational members.
Another ambiguity in the literature is whether routines require effort or they are practiced 
unconsciously. The majority of the conceptual papers claim that routines do not require 
particular effort, while the majority of empirical studies illustrate that routines are open to
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variation and change (Becker, 2004). Feldman and Pentland (2003) provided a 
clarification of this ambiguity by distinguishing two aspects of routines: the ostensive part 
which always remains open due to contextual details (e.g. the ways tasks are 
accomplished) and the performative aspect which involves the actual activity of the actor.
Latour (1986:272) stated also that the relationship of practices with change and stability 
can best be revealed through their ostensive and performative properties. Ostensive 
properties are those that exist as a structure and thus account for stability, e.g. standards 
operating procedures. According to Feldman and Pentland (2003 :105) adopting a practice 
theory perspective enables the researcher “to understand the ostensive and performative 
aspects o f organisational routines as recursively related, with the performances creating 
and recreating the ostensive aspect and the ostensive aspect constraining and enabling 
the performances”. Feldman and Pentland (2003:105-106) argue that practitioners can 
use the ostensive aspect of a process management framework:
1. “as a guide o f what actions should be taken (prospectively);
2. “as a guide to accounting for actions already taken ” (retrospectively) or
3. “as a reference to categorise a set ofperformances to a template o f action
The performative properties are those that exist when the practices are in action, by 
specific actors at specific times and places that bring the structured routine into life. The 
performative aspect is enacted when practitioners create, maintain or modify 
organisational routines. The argument here is that there is the choice of the actor who at 
one point in time acts in a rule-following manner and at another point in time acts in an 
adaptive and creative behaviour (i.e. amending or renewing the routine) (Feldman and 
Pentland, 2003).
Practices in the strategy-as-practice field
Although at the point of praxis, strategy process and strategy-as-practice may overlap; at 
the point of practices (routines and norms of strategy work) there are fundamental 
differences.
Practices have been broadly defined in three ways by Jarzabkowski (2005:8-9):
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(1) rational administrative practices (planning systems, budgets, performance indicators, 
tools and techniques of strategic analysis);
(2) discursive practices (linguistic, cognitive and symbolic resources);
(3) episodic practices that allow face-to-face interaction (e.g. meetings).
For Strategy Process researchers practices, such as strategic meetings, away-days, 
analytical tools, are of interest in the formation and implementation of strategy. However, 
in the Strategy-as-Practice such tools have such importance that can stand alone as unit of 
analysis. According to Whittington (2002), practices in strategy-as a- practice are: “the 
“done thing”, in both the sense o f accepted as legitimate and the sense o f well-practised 
through repeated doing in the past” (Whittington, 2002: 3). These management 
techniques and tools, physical and material resources or cognitive behaviours and social 
routines such as recurrent activities e.g. the use of CIm tools, or weekly meetings that 
practitioners use to accomplish a collective activity in a situated context (Jarzabkowski, 
2004; Reckwitz, 2002). Jarzabkowski and Whittington (2008:101) having conducted a 
review in the s-as-p further argue that:
“Practices involve the various routines, discourses, concepts and technologies through 
which this strategy labour is made possible -  not just obvious ones such as strategy 
reviews and off-sites, but also those embedded in academic and consulting tools 
(Porterian analysis, hypothesis testing etc.) and in more material technologies and 
artefacts (PowerPoints, flip-charts etc.)”.
Clark (1997:417) defines strategy tools as “numerous techniques, tools, methods, models, 
frameworks, approaches and methodologies which are available to support decision 
making within strategic management”. Such frameworks include Porter’s five forces, 
core competences and various other matrices and models that are typically taught in 
strategy classes and texts. While the s-as-p scholars do not view these strategy tools as 
strategy itself, they are part of wider strategizing activities, they are still widely practised 
by organisations and they are an inherent part of the planning process (Jarzabkowski and 
Whittington, 2008; Jarzabkowski and Spee, 2009)
Whittington (2003) argues that aspects of praxis could become practices. For example, an 
informal lunch break meeting about a particular area of interest that becomes
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institutionalised can become an important strategy practice. According to these 
distinctions this study investigates the implementation process of a rational administrative 
practice, i.e. a CIm tool (Point B at Figure 3.2 and Figure 3.3).
3. Practitioners
Practitioners are those individuals who shape strategic activity through who they are, how 
they act and what practices they use, how they combine, coordinate and adapt them to 
their needs. While at the “practitioner” point, Strategy Process is preoccupied mainly with 
top and middle managers and their organisational roles, Strategy-as-Practice gives 
attention to all the people and their personal and organisational purposes and roles. The s- 
as-p literature makes distinctions between individual (e.g. CEO) or aggregate actors (e.g. 
middle management, engineers) and internal (e.g. project manager) and external actors 
(e.g. consultants, trade unions) (Jarzabkowski and Spee, 2009). This study gives attention 
to the internal aggregate actors that are involved in the implementation process of a CIm 
tool.
Each of these elements provides a different analytic entry into the study of strategy-as- 
practice (Jarzabkowski, 2005). As shown in the conceptual figure (Figure 3.2 and 3.3) 
these concepts are discrete, and may act as discrete unit of analysis, however they are 
interconnected in such way that one cannot be studied in isolation from the other one. In 
other words, although the research question will inevitably link all three (A, B and C), the 
dominant focus may be one of the elements.
According to these distinctions, this study can be located at the meso level that looks the 
praxis (implementation process) of a practice (CIm tool) by examining the experiences 
and perspectives of the internal aggregate actors located at point B at Figure 3.2 and 3.3. 
The following section will elaborate further on how the s-as-p framework has been 
adapted for the purpose of this study.
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The following section adapts the strategy-as-practice approach to the context of this 
study. Consistent with the practice approach this study is concerned with evaluating 
the implementation process of a CIm tool, i.e. what practitioners ‘do’ while 
implementing a CIm tool rather on the sequential stages of the implementation 
process. A conceptual framework of praxis, practices and practitioners is used to 
explain the process of implementation. As mentioned earlier the research question of 
this study (Focus B: praxis/practices) attempts to investigate the meso praxis 
(implementation process) of a practice (CIm tool) through the perspectives of internal 
and external aggregate actors (Point B at Figure 3.3).
Praxis: Although there has been much research into the implementation of 
management frameworks, such EFQM, TQM, Malcolm Bridge Award, and their 
relationship with the performance of the firm especially in the manufacturing sector, 
very little is known about the behavioural aspects of how these strategy tools are 
adopted, adapted and institutionalised especially into the hospitality sector. The study 
therefore is interested in the activities and the factors around the implementation 
process of a strategy into the hospitality sector. It is not interested with the tool’s 
impact on the practical performance of the firm but with the practical performance of 
the people who engage in the activities of implementation and the practices and 
factors that drive, facilitate or inhibit their activities (Whittington, 2003) (see point B 
in Figure 3.3).
Practices: The literature has shown that CIm implementation is enabled by tools and 
capabilities (Aloini et al. 2008; Bessant et al. 1994; Bessant and Francis, 1999). In the 
resource, knowledge and capability-based approaches to competitive advantage, the 
field of strategic management is increasingly locating the focus upon the internal 
practices and processes of organisations (Jarzabkowski, 2000). The concept of 
routines has been widely used by researchers who want to explain organisational and 
economic change (Nelson and Winter, 1982; Becker, 2004). They have also been used 
by scholars trying to explain the process of incremental and radical innovation 
(Bessant, 2003; Tranfield et al. 2003; Adams, 2003). From a resource based view CIm 
tools have been researched as the tangible resources that organisations should have in 
order to enable CIm, while CIm capability and the related behavioural routines
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(presented in Chapter Two) have been researched as the intangible resources that 
comprise the core competencies of an organisation (Bessant et al. 2001). In the CIm 
theory, Bessant (2003) argues that the process of moving towards CIm capability is a 
learning process which involves acquiring and embedding key behavioural routines 
and that behaviour can be enabled through the use of certain CIm tools. Key 
behaviours in this learning process are behavioural patterns which gradually are being 
embedded in the culture and become “the way we do things”. These routines are 
constantly being shaped and reconfigured to fit each organisational environment. 
These key behavioural routines may become internalised to the point of being 
practiced automatically while also being constantly rehearsed and renewed and 
integrated with new routines by organisational members. These embedded routines 
become part of the organisational culture and memory and may act as enablers and 
inhibitors to innovation. Enabling routines provide a route to patterns of taken-for- 
granted problems. Inhibiting routines may act as core rigidities (Leonard-Barton, 
1992) when they are embedded in the tacit knowledge of the firms and are difficult to 
be unlearned by individual members who refuse to step out from the usual way of 
doing things.
Figure 3.3: Strategy-as-practice and Continuous Improvement through the use of a tool
Implementing continuous 
Improvement through the 
use of a Cl tool
What practices 
influence the flow  
o f the process?
Praxis
Situated, 
socially accomplished flows 
of activity that strategically are 
consequential 
for the direction and survival of the 
group, organization 
o r  industry
W hat are the  
contributing activities o f  
the process?
Which actors 
influence the flow  
o f the process?
Practices
Cognitive, behavioural, 
procedural, discursive, 
motivational and physical 
practices that are combined, 
coordinated and adapted 
to  construct practice
Practitioners
Actors who shape 
the construction of practice 
through who they are, 
how they act and what 
resources they 
draw upon
Strategizing comprises the nexus between practice, practices and practitioners. A, B, and C represent 
stronger foci on one of these interconnections depending upon the research problem to  be addressed
Adapted from Jarzabkowski, et al. (2007:11) see Figure 3.2
1 1 1
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Practitioners: Bessant (2003) points out that if learning and knowledge management 
are so important in the process of CIm, then we should look at who is involved in this 
core renewal process. Chapter Two illustrated that practitioners play a crucial role to 
the implementation process. Practitioners are defined as individuals and groups 
associated directly or indirectly with the implementation. They might have a leading 
role or they might simple following the new ordering of the practice. Before a 
managerial practice can become institutionalised it must first make sense. The role of 
managers that encourage the adoption of the practice is very important in terms of 
how the others will perceive and embrace the practice. The managers in charge of the 
practice gather information and try to persuade individuals to contribute to collective 
purposes, such as the implementation of new practices. Managers use a number of 
arguments to encourage action and a number of justifications to persuade for the 
benefits in order to legitimate and connect the new practice with values of the 
business. Although the role of the practitioners is not the main focus of this study, 
their contribution is acknowledged and is taken into account.
This study, by using the strategy-as-practice perspective, does not view the practical 
activity of CIm implementation as a planned, linear, organised approach or a process 
that can be separated from context but rather as an emergent process with plural 
outcomes. It is argued that the analysis of a CIm management tool-in-use from a s-as- 
p perspective will contribute to our understanding of the enabling factors and 
challenges that emerge throughout the implementation process.
3.3 Conclusion
This chapter locates the position of this study in the field of strategy-as-practice. It is 
argued that every definition of strategy and innovation depends on the underlying 
assumptions of the researcher. Throughout this study the underlying assumptions of 
the researcher influenced how (s)he perceived strategy through the use of CIm tools 
and how the process of the forthcoming change might unfold. The s-as-p is finally 
adopted because the implementation process is addressed as a strategy, as a 
phenomenon consisting of social action, an emerging pattern that develops over time 
from the decisions and actions taken by the organisational members.
112
Chapter Three From Strategy Process to Strategy-as-Practice: towards a research framework:
This chapter therefore presented the following:
■ The contributions, similarities and differences between the strategy-as-practice 
and strategy process, and justified why the practice perspective acts as the most 
appropriate theoretical lenses for this study.
■ Consistent with the practice approach, this study identifies the need to study the 
behavioural aspects of CIm implementation through the use of tools, as something 
that people ‘do’ rather than something that organisations ‘have’.
■ Through the theoretical concepts of practice, this chapter draws upon s-as-p 
perspective to analyse the practices that allow practitioners to work collectively on 
CIm through the use of a CIm tool.
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Chapter Four:
Research Methodology
Different methodological approaches make different assumptions about their subject 
area(s) and the reality they try to explain. The purpose of this chapter is to reflect 
upon the study’s ontological and epistemological assumptions about reality and how 
these assumptions have guided the selected methodological approach to answer the 
main research questions: How do organisations implement a tool that enables CIm? 
Why do organisations adopt a tool that enables CIm? Which factors are perceived as 
facilitating or inhibiting the implementation process? What perceived benefits and 
lessons learned are gained through this process? This chapter justifies the need for a 
case study research, it provides the data collection, analysis and management 
methods and it concludes with the criteria forjudging the quality of this research.
4.1 Ontological, epistemological and methodological approach
According to Guba (1990), the basic paradigm questions are ontological (what is the 
nature of reality), epistemological (what it is possible for us to know and how we can 
obtain this knowledge) and methodological (how should the inquirer go about finding 
out knowledge). As Firestone (1990) claims growing pluralism in ideas is healthy and 
debate among different viewpoints is necessary because it helps to clarify the issues 
and generates the necessary humility about what the researchers can accomplish. The 
researcher does not want to be trapped in one paradigm or the other. The aim is to 
understand and to use the alternative paradigms “as lenses and not as blinders” (Guba, 
1990).
The study’s research questions and philosophical stance have evolved during the 
research process. Initially the researcher took a constructivist stance with the 
following research questions: 1) what factors facilitate the introduction and 
implementation o f best practice adoption (best as defined by participants)? and 2) 
how do organisations implement best practices over time? During the research, the 
researcher progressively took one step further and adopted the post positivist
114
Chapter Four: Research methodology
paradigm and as a result the research questions of the main study evolved to become: 
how do organisations implement a tool that enables CIm?
The research questions have been adjusted and focused so that, for example, the 
concept of ‘best practice’ has been replaced by "CIm tool”. In terms of investigating 
the implementation process the distinction between process and content (contextualist 
approach) has been incrementally discarded, and the issue of ‘practice perspective ’ 
has been added. The research process evolved from constructionism to postpositivism 
and from contextualist based process theory to practice-based theory. The arguments 
for the latter have already conceptually been argued in chapter three.
4.1.2 Main study: Postpositivism
It was decided that the main study should focus on the implementation process of a 
single innovation so that the process could be the focus of the study and not 
organisational innovativeness or CIm capability which is more accurately represented 
when multiple innovations or CIm tools are considered (Damanpour, 1991). It was 
found in the literature that CIm, a form of incremental innovation, is promoted by the 
implementation of enabling vehicles such as EFQM, TQM etc. Therefore, the single 
innovation would be a CIm tool. The primary focus was not the practice (tool) per se 
but the process of implementation.
By adopting ontologically critical realism, the researcher assumed by the literature 
review that the implementation of incremental innovation/CIm is a phenomenon that 
happens within an organisation and it has been shown to be enabled by tools (process 
management techniques) and certain capabilities (Chapter Two). According to 
Bhaskar (1989: 3-4) the social world is reproduced and transformed in daily life and 
the existence of social structure which pre-exist us is a necessary condition for any 
human activity, i.e. society does not exist independent of human agency. The basic 
theoretical assumption of critical realism is that “human action is enabled and 
constrained by social structures, but this action, in turn, reproduces or transforms 
those structures” (Porter, 1993: 592). Therefore, the researcher assumed that the 
implementation process might be influenced by a variety of factors, but the 
implementations process itself as a praxis might influence these factors as well.
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However, it was acknowledged that the attempts to understand the implementation 
process are limited and can be only be approximate. The appropriate information 
about the process would only be reached through multiples sources; key informants, 
observation of meetings and analysis of archival documents. The researcher by 
adopting this epistemological reflexivity rejected the positivistic assumption that 
reality exists ‘out there’ waiting to be captured by the researcher or the constructivist 
assumption that relativist- realities exist in the form of multiple mental constructions 
(see Appendix VI for summary of each paradigm assumptions). Critical realists’ 
recognise the following assumptions that this study adopts: (Van de Ven, 2007:14; 
Bechara and Van de Ven, 2007:38)
■ There is a real world out there (consisting of material, mental and emergent 
products), but our individual understanding of it is limited. In general physical 
material things are easier to understand than reflexive and emergent social 
processes.
■ All facts, observations, and data are theory-laden implicitly or explicitly and 
embedded in language.
■ Most phenomena in the social world are too rich to be understood adequately 
by any single person or perspective, so ‘knowing’ demands use of multiple 
perspectives.
■ Any given theoretical model is a partial representation of a complex 
phenomenon that reflects the perspective of the model builder.
The researcher admits that the participant’s perceptions of organisational reality will 
influence the way they act and the way they responded to her questions, and so 
continues to accept the notion of “social construction of reality” (the stance adopted in 
the preliminary analysis) but this is now taken one step further. According to Guba 
(1990:27), constructivists and critical realists have certain things in common:
■ Both paradigms allow for the social construction of reality although they differ on 
the extent of social construction.
■ Both paradigms allow for some specialist judgement on the adequacy of research 
although the constructivist position gives more attention to the judgments of the 
research subjects.
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■ Both paradigms are nervous about generalising from a specific situation, but both 
seek ways to permit findings, conclusion or accounts from one situation to be applied 
in another.
The differences of critical realism and social construction (e.g. ‘there are so many 
constructions of knowledge that there is no way of choosing among them’ versus 
‘reality exists but it can only be incompletely understood’) are more differences of 
degree and emphasis. In particular, critical realism was adopted which takes social 
constructionism one step further by acknowledging that the participants have given to 
the researcher their perspective of reality but that reality may only be approximate. 
Therefore, it should be verified by multiple sources of data with special emphasis 
placed on external guardians such as the critical tradition and the critical community 
(e.g. journals, conferences).
Methodologically, the data generation was planned and carried out by the researcher 
and the findings and the applicability of the methodology were discussed with 
different academic advisors (e.g. supervisors). The data were based on multiple 
sources of evidence and were analysed through different data reduction methods, 
coding procedures and data displays to make the data more accessible, compact and 
organised. These will be further elaborated in the following sections.
With this mixture of ontological and epistemological postures this can be regarded as 
a post positivist study. The following section will clarify the ontological and 
epistemological approach in studying organisational process of change.
4.2 Organisational change: ontological and epistemological 
approaches
There are different ontological views about whether organisations and phenomena 
consist of things (variables) or processes and different epistemological views about 
process or variance methods for conducting research. Van de Yen and Poole (2005) 
have developed a typology of four complementary approaches to studying 
organisational change (Figure 4.1). While the combination of the four methods may 
give a richer view of organisational change process, each approach answers different 
research questions and may provide a partial view of organisation change. As Figure
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4.1 illustrates this study initially adopted the stage approach (Approach II) and 
incrementally progressed to emergent approach (Approach III).
Figure 4.1: A typology of approaches for studying organisational change
A Typology o f  Approaches for Studying Organizational Change
Ontology
An organization is represented as being:
A noun, a social actor, 
a real entity ( ‘thing’)
A  verb, a process of 
organizing, emergent flux
Epistemology
(Method for 
studying change)
Variance method A p p ro a ch !
Variance studies of change 
in organizational entities 
by causal analysis of 
independent variables that 
explain change in entity 
(dependent variable)?
A pproach IV
Variance studies o f 
organizing by dynamic 
modeling o f  agent-based 
models or chaotic complex 
adaptive systems
Process narratives 'A pproach II
Process studies o f  change in 
'organizational entities I 
' narrating sequence o f events.
I stages or cycles o f  change in 
I the development of an entitv
I A pproach H I
I Process studies of 
(organizing by narrating 
.emergent actions and 
lactivi ties by whi eh 
Icollectlve endeavors unfold
Source: Van de Ven and Poole (2005: 1387)
Thinner lines denote chosen approach for preliminary analysis and thicker lines denote emergent 
approach for main study
4.2.2Iimplementation as a set o f  emergent processes
At this initial point the researcher assumed that organisational change consisted of
variables (things). As the researcher analysed the data it was evident that the 
implementation resembled a set of emergent processes. The study focused on the 
implementation process of a specific innovation. The fact that the focus was on the 
implementation process of a single innovation, instead of multiple innovations (as it 
was in the preliminary study) allowed the researcher to regain the process focus of the 
research. In particular, the data led the researcher to turn the emphasis on the 
collective activities that facilitate innovation. This was facilitated because the type of 
innovation was incremental innovation in the form of a CIm tool. The research 
questions of the main study evolved to: How do organisations implement a tool that 
enables CIm? Why do organisations adopt a tool that enables CIm? Which factors 
are perceived as facilitating or inhibiting the implementation process? What 
perceived benefits and lessons learned are gained through this process?.
The main study progressed from a process study o f staged change to a process study 
o f emergent actions and collective practices through which the implementation 
unfolds. As data were analysed the researcher moved the interest from
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conceptualising the process as a sequence of events into stages (initiation and 
implementation) (Approach II) in Figure 4.1 into as a set of emergent patterns of 
actions (Approach III) (Rescher 1996; Van de Yen and Poole, 2005; Tsoukas, 2005).
4.2.3 Epistemology: Process approach
According to Mohr (1982), variance theory and process theory are the two 
approaches for explaining strategy change (Van de Ven, 1992; Van de Ven and 
Huber, 1990; Langley, 1999). The selection of the approach depends on the research 
question and the meaning of the process within that question. The variance theory 
approach tends to focus on the following question: What are the antecedents or 
consequences o f the change? (Figure 4.1) and is usually conducted with “variance 
theory” (Van de Ven and Huber, 1990; Mohr, 1982) there a set of independent 
variables statistically explain or establish relationships in some outcome criteria. 
Organisational scholars trying to answer: How does a strategic process emerge, 
develop, grow or terminate over time, view strategic change as a fluid emerging 
process and that kind of study involves a process theory perspective.
Variance research usually follows hypothetic-deductive procedures and uses survey 
research designs and employs statistical analytical methods. The meaning of the 
process in these studies is taken either as (Van de Ven and Poole (2005:1387):
1. A logic that explains a causal relationship
• Process is an assumption
2. A category of concepts or variables
• Process examined with a variance model
Variance methods studies have been the main approach in the field of diffusion of 
innovation and innovativeness, change and entrepreneurship. There have been a 
limited number of process-thinking studies on strategy organisation research, although 
their importance has been repeatedly emphasised over time (Meyer et al., 2005; 
Pettigrew, 1992; Van de. Ven, 1992). Poole et al. (2000) and Langley (2007) indicate 
that although variance methods give a good understanding of the associations of 
change and innovation with a variety of variables (e.g. performance and size) such
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methods ignore important behavioural aspects of how change unfolds and develops 
over time (Figure 4.1 and Figure 4.2).
Two A pproaches to Explaining Strategic C hange"
Variance theory Process theory
Explain ing  stra teg ic  ch an g e  w ith 
a  variance  m odel
Explaining stra teg ic  ch ange  w ith 
a  process model
Attributes of
• environm ent
• lead ersh ip  -
• decision a 
p rocesses
• perform ance
Extent of 
Y stra teg ic  
change
Strategy 1 S tra tegy 2
• even ts
• activ ities
• choices
y  =  f(xJ xn)
a After Mohr (1982).
Figure 4.2: Two approaches to explaining strategic change
Source: Langley (1999:693)
Poole et al. (2000:29) explain the dominance of variance approaches in the following 
quote:
“ ...because most organisational scholars have been taught a version o f social science 
that depends on variance methods, and because methods for narrative research are 
not well developed, researchers tend to conceptualise process problems in variance 
terms. One can see the “law o f the hammer” in operation here: Give a child a 
hammer, and everything seems made to be hit; give a social scientist variables and 
the general linear model and everything seems made to be factored, regressed, and
fir.
According to (Garud and Van de Ven (2002), process studies are fundamental to 
developing and testing theories of organisational adaptation, change, innovation and 
redesign. In process theory innovation process research involves in-depth, 
longitudinal, research conducted to fully describe the sequences of, and the conditions 
which determine, innovation processes. This type of research often involves theory 
building and qualitative data collection. In these process exploratory studies, 
propositions typically develop after data are collected and analysed (Van de Ven and 
Huber, 1990) and the process is approached as:
1. A narrative of how things change over time
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• Process examined with a process model (Figure 4.2)
This approach has been adopted in this study.
4.2.3.1 From a processual to a post-processual approach
The following table (4.1) illustrates how the researcher progressively viewed the
process of implementing a CIm tool. Initially the researcher was influenced by the 
majority of the literature which assumed that the implementation of a CIm tool occurs 
in a planned, linear and organised approach that goes through rational stage-decision 
activities. However, as the study evolved the researcher realised that the 
implementation of a CIm tool resembles more an emergent pattern of actions rather 
than a linear process of activities. Thus, the researcher used the processual analysis 
(Pettigrew, 1985; Dawson, 2005) from the descriptive strategy process field.
Table 4.1: Towards a post-processual perspective
Strategy perspective Ontology Philosophical
commitment
Locus of engagement
Processual Processes are 
subordinate to actors
Processes are important 
but ultimately reducible 
to things/actions
Micro-macro activities 
of individuals and 
organisations
Post-processual
strategy-as-practice
Actors and processes 
are subordinate to 
practices
Actions and things are 
instantiations of 
practice-complexes
Collective and 
interactive practices
Adapted and modified from (Chia and MacKay, 2007:229)
As the researcher analysed the main data it was evident that the factors that facilitate 
the implementation of a CIm tool were not contextual factors or individual actors but 
a set of incrementally and culturally acquired collective practices. According to Chia 
and MacKay (2007:238), "a post-processual practice perspective views practices as 
social skills that have been culturally acquired, and as such, oftentimes unconsciously 
absorbed”. Therefore, by adopting the processual and post-processual (practice) 
approach the following analytical presuppositions were also assumed in researching 
the implementation process (Chia and MacKay, 2007: 221):
■ processes are deemed to be embedded in context;
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■ processes are viewed as temporally interconnected;
■ context and actions are taken as interacting with one another;
■ processes are linked to outcomes;
■ holistic, rather than linear explanations of process are to be preferred.
Although the processual and post-processual approaches share important similarities, 
there are some differences that make them distinct strategy perspectives. Table 4.1 
illustrates the ontological, philosophical and focal differences of the processual and 
post-processual (s-as-p) approach, summarised by Chia and McKay (2007).
Chapter Three has explained in detail the theoretical background of the strategy 
process and s-as-p approach. The point to take further at this section is that what made 
the distinctive turn towards the post-processual approach were the emerging themes 
from the data analysis that revealed that it is the internalized patterns of behaviours 
that have a primary role in the process and not so much the visible “doings” of actors 
per se.
4.3 Qualitative methodology
Methodology is not the application of specific data collection, but the study of the 
researcher’s epistemological assumptions implicit in the selected research methods 
(Tuchman, 1994). The purpose of this research and according to Patton (1990) the 
purpose of qualitative research is to enable the researcher to understand and capture 
the points of view of other people without predetermining those points of view 
through prior selection of questionnaire categories. This research is exploratory, since 
it is not guided by a definitive a priori theory. Exploratory research is, by its nature, 
inductive in design since the main questions and potential answers are not known, or 
at least are partially understood (Eisenhardt, 1989; Yin, 1994). As the data were 
analysed, induction overlapped with deduction, as the pertinence of some extant 
theories indicated. Therefore the literature review that appears to frame the questions 
at the outset, adopts the traditions of more deductive approaches. The study therefore 
adopted and inductive-deductive approach, which, while drawing on the existing body 
of knowledge in the formulation of research questions and the clarification of
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concepts, is also data-driven in allowing new insights and conceptual developments to 
emerge during the collection and analysis of data.
Since this study is designed to explore, understand and derive meaning, quantitative 
methods and statistical analysis are not appropriate (Miles and Huberman, 1994:10). 
The research question addressed in this study demands process data which are rich 
and which are drawn from the experiences and actions of the practitioners. 
Furthermore, it is argued that quantitative techniques might limit the extent to which 
the researcher may be able to develop a rapport with the subjects under study. A 
qualitative approach allows soft issues to be better explored, such as meanings which 
lie behind actions that cannot be quantified. For these reasons the research will use a 
qualitative methodology. Process studies use both qualitative and quantitative 
methods. For example, some derive theory direct observation while others test 
hypothesised models of the change process. Analysis of process data requires methods 
that (Van de Ven and Poole, 2005:1384):
■ can identify and test temporal linkages between events and also overall temporal 
patterns (Poole et al. 2000);
■ can cope with the multiple time scales that often occur in processes, where some 
events extend for years, other events embedded in them run for shorter periods, 
and others embedded within these run for even shorter periods (Langley 1999).
While quantitative approaches provide valuable contributions to the organisational 
change studies, they may not be very effective in understanding the processes or the 
meanings that people attach to events or incidents (Dawson, 1994). The implication 
here is not to devalue any of the two scientific approaches or to make a choice 
between the two, but to emphasise how their application in practice can be easily 
misused and produce poor research. Table 4.2 illustrates the main criticisms of the 
opposing epistemological camps.
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Table 4.2: Understanding the process of change: contribution and criticisms from the qualitative 
and quantitative Research_______________________________________________________________
Qualitative Quantitative
■ Better understanding of patterns of change ■ Better identification of the associated processes
■ Concerned with the subjective non- 
scientific world of the actors’ interpretations of 
their situations
■ Can have limited generality
■ May be subjective and soft
■ Might be unscientific
■ The research methods may produce superficial 
data
■ Complete physical separation of researchers 
from the field
■ Can be used as a way of achieving the ‘fast- 
thesis’, with little concern for the origination of the 
data or the research process
■ Produces static snap-shot views of social life
Adapted by Dawson (1994: 184)
Today, while these epistemological differences remain, what has emerged is the 
incremental focus towards the appropriate ‘tools’ that can give answers to the research 
problem, rather than the preconceived set of assumptions (Dawson, 1994). In 
addition, Silverman (1985: 17) notes that “it is not a choice between polar opposites, 
but rather a decision about balance and intellectual breadth and rigour”.
According to Langley (2007b) the methodological resources on s-as-p research place 
an emphasis on qualitative data:
• Observations of strategy practices 
(retreats; conversations; meetings; shadowing)
• Interpretations of strategy practices 
(interviews; diaries; focus groups; questionnaires)
• Artefacts of strategy practice
(minutes of meetings; plans; reports; flip-charts)
Some interesting methods for capturing s-as-p (Langley, 2007b):
• Collect « practice narratives » of strategists at regular intervals over long 
periods of time.
• Diaries - e.g., respondents note down their reactions - Balogun & Johnson 
(2004).
• Videos, photographs - e.g., film meetings and ask for informants’ 
interpretations -  Stronz (2005).
• Trace strategy document versions and what happens between them (paper or 
electronic).
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• Become an apprentice strategist and note down experiences, learning and 
feelings.
• Conversation analysis of interactions among strategists in meetings -  Samra- 
Fredericks (2003).
4.4 Case study research strategy
According to the s-as-p research community (s-as-p website), the s-as-p research 
agenda is open to a variety of research methodologies and methods to the study of 
strategic practices. Practice research subsumes a plurality of interests (Whittington et 
al., 2003) and approaches such as (Langley, 2007):
• Ethnography (Samra-Fredericks, 2003).
• Case studies (Regner, 2003; Salvato, 2003).
• Activity theory (Jarzabkowski, 2003).
• Discourse analysis (Fairclough, 2005; Mantere & Vaara, 2008).
• Cognitive studies (Clarke & Mackaness, 2001; Eden, 1994; Porac & Thomas, 
1994; Weick & Roberts, 1993).
• Quantitative research (Langley, 1989).
Van de Yen (1992), Langley (1999), and Poole et al. (2000) identify that process 
studies use different forms of strategies such as:
■ narrative stories and
■ multiple-case studies.
Narrative histories tell the story of the process in detail (e.g. Pettigrew, 1985), but face 
the difficulty of deriving parsimonious theories (Langley, 1999). This study aims to 
compare and contrast through rich qualitative analysis a limited number of cases that 
produce similarities or variations in their patterns for reasons that can be identified 
and therefore adopts the strategy of multiple-case studies (Leonard-Barton, 1990). 
Process methods require time and intensive collection of multi-faceted data and their 
complexity restricts the potential of generalisability due to the limited amount of cases 
that can be collected.
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According to Stake (2000: 435), a case study is not a methodological choice but a 
choice of what is to be studied and is appropriate when the aims are “understanding, 
extension o f experience and increase in conviction in that which is known” (Stake, 
2000:21). Yin defines (2003: 13) a case study “as an empirical inquiry that 
investigates a contemporary phenomenon within its real-life context, especially when 
the boundaries between phenomenon and context are not clearly evident; and in 
which multiple sources o f evidence are used. ” Case studies according to Yin (2003) 
are appropriate for ‘how’ or ‘why’ research questions and can be used for description, 
exploration or explanation (Yin, 2003) and according to Eisenhardt (1989) for testing 
or generation of theory.
Case study research is regarded as more than just a method since it involves different 
assumptions about how the social world can and should be studied. Case study 
analysis is a type of research different from other forms of investigation (e.g. 
experiment and social survey) in a number of dimensions. The most important distinct 
dimensions are the relatively small number of cases investigated, the large amount of 
detailed information collected (Hammersley and Gomm, 2000:4), the study of whole 
units of analysis rather than aspect of variables, the aim for analytical rather than 
statistical generalisation and the employment of several methods primarily to avoid or 
prevent errors or distortions (Sarantakos, 1997:192) (Table 4.3).
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Table 4.3: A schematic comparison of case study with experimental and survey approaches
Themes Case study Experiment Survey
Investigation 
of ...num ber 
of cases
relatively small number of 
cases, sometimes just one
relatively small number 
of cases
relatively large number of 
cases
Information 
gathered and 
analysed 
about...
a large number of features 
of each case
small number of features 
of each case
small number of features 
of each case
Study of... naturally occurring cases 
or cases created by the 
actions of the researcher 
where the primary 
concern is not controlling 
variables to measure their 
effects
cases created in such a 
way as to control the 
important variables
a sample of naturally 
occurring cases selected 
for maximising the 
sample’s
representativeness in 
relation to some larger 
population
Quantification 
of data
is not a priority, 
qualitative data mav be
is a priority is a priority
treated as superior
The aim is... to gain an understanding 
of the case studied itself, 
with no interest in 
empirical generalisation 
but analytical 
generalisation or 
transferability
either theoretical 
inference-the
development and testing 
of theory or the practical 
evaluation of an 
intervention
empirical generalisation 
from a sample to a finite 
population
Source: Hammersley and Gomm (2000:4)
A case can be whatever 'bounded system' is of interest (Stake, 2000:23) e.g. an 
institution, a programme, a responsibility, a collection or a population. The 
boundaries of a case, i.e. what it is and what is not ‘the case’, usually determine what 
the study is about, whereas in other type of studies hypotheses or predetermined 
variables usually determine the content of the study (Stake, 2000:24). According to 
Yin (1994:20) there are five components to the research design of case studies: a 
study’s questions; its propositions, if any; its units of analysis; the logic of linking the 
data to the propositions; and the criteria for interpreting the findings. The following 
are the study’s questions:
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1. How do organisations implement a tool that enables CIm?
2. Why do organisations adopt a tool that enables CIm?
2. Which factors are perceived as facilitating or inhibiting the implementation 
process?
4. What perceived benefits and lessons learned are gained through this process?
This is a study of exploration, as it was already explained previously; therefore no 
propositions have been developed a priori. The following section illustrates the unit of 
analysis; the logic of collecting, analysing, interpreting and managing data; and the 
criteria forjudging the quality of the research.
4.4.1 Implementation as the unit o f  analysis
According to Langley (1999) and Poole et al. (2000), process research employs 
designs that identify or reconstruct the process through direct observation, archival 
analysis, or multiple case studies. Process methods are more complex than variance 
methods because they take into account the temporal interconnectedness of events and 
activities and the factors that affect them. Although the study progressed to a strategy- 
as-practice approach, elements from the processual approach were used, to which s- 
as-p research owes an intellectual debt (Langley 2007). These elements, inherent to 
process studies are described in the following section
Process research is inherently bound up with time. This can create problems of 
interpretation as time may have different meanings for (Tuttle, 1997):
■ the researcher;
■ the participants;
■ the processes observed;
■ the levels of analysis
Hence, in any process study, the researcher must take decisions about time; the time 
period for data collection and the representativeness and comparability of the time 
scale across sites. Therefore transparency is required for identifying, separating and 
allocating the different points in the adoption process.
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This research has identified two points in the activity system of CIm implementation 
through the use of a CIm tool:
■ early implementation (new at implementing) and
■ late implementation (experienced at implementing)
Although it is very difficult in reality to distinguish or give an end and a beginning to 
each stage (because they are most likely overlapping), an attempt is worth making in 
defining the main activities of each stage. This will assist the research to identify in 
which stage the recommended organisations for investigation are. The following table 
(4.4) illustrates how the period of time for the two time-frames has been allocated.
Table 4.4: Defining the timeframes of the Implementation process_____________________________
EARLY IMPLEMENTATION LATE IMPLEMENTATION
• is the period of time when the organisation 
maintains the need to implement a CIm tool 
and continues the formal activities of 
introducing, informing, integrating, and 
incorporating all the activities that would 
engage the social actors to embrace, 
understand and enjoy the benefits of the 
implementation process.
Due to the fact that is impossible to find organisations being at the same time-frames, 
the research will be conducted according to the time-frame (s) that the recommended 
organisations have been found to be at the time of the one year time of the 
investigation.
This study seeks to produce an output of process thinking. In terms of conducting 
processual studies, Langley (2007) summarises five important aspects: tracing back, 
following forward, studying outcomes as inputs, turning noun into verbs, destabilising 
stability and listening to language. The following section will describe how this 
research addresses these issues.
■ is the period of time when the organisation is 
conceptualising the need for adopting a CIm tool 
and is introducing, integrating, incorporating all 
the activities that would engage the social actors 
to embrace, understand and enjoy the benefits of 
the implementation process.
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■ Tracing back and following forward
Time constrains on using the participant observation technique limited the ‘as it 
happens" processual element of longitudinal design. As Bryman (1988a: 115) notes, 
processual studies with semi-structured interviews as a primary method of data 
collection have been accused of an absence of a sense of process compared to 
participant observer studies. This study although it has collected primary data based 
on retrospective accounts, it has also data (yearly assessment reports) that have been 
collected by the external consultants (through employee and customer interviews, 
observation and archival records) throughout the years that the organisations have 
been using the tool (from 2000 until 2007).
■ Outcomes as inputs
Through the study emerged that activities that are embedded in time (regular 
meetings, regular quality checks, reflecting on the assessment reports) act as 
behavioural routines that facilitate the implementation process. Therefore these 
activities when practiced in time, i.e. outcome is behaviour, they act as inputs to the 
whole implementation process.
■ Nouns into verbs
By using verbs rather than nouns (e.g. initiating vs. initiation, and implementing vs. 
implementation) the researcher is encouraged to investigate the activities and events 
rather than the correlations between variables.
■ Destabilising stability
The process of incremental innovation implies the constant implementation of small 
changes. The researcher attempts to find patterns and variations on how participants 
perceive and experience the process. The behavioural routines that organisations 
develop renew, and unlearn over time are gradually becoming the firms’ dynamic 
capability.
■ Listening to language
Listening to informants’ accounts to generate research questions and concepts is very 
important. In the preliminary study the researcher used open-ended, unstructured 
questions while in the main study a semi-structured interview guide was applied. All 
interviews were transcribed verbatim.
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The research therefore adopts an embedded design (; Eisenhardt & Bourgeois, 1988; 
Yin, 2003) which provides an opportunity to gather data at multiple levels, whilst 
maintaining a focus on the primary unit of analysis which is the activity system.
The two interrelated implementation systems in this study are the activities of early- 
implementation and late-implementation. Whilst they are two different processes in 
time, they are temporarily connected activities intersecting through time with different 
individuals and numbers of individuals acting as primary actors (practitioners).
4.4.2 Choosing the case study
The researcher’s initial intention was to explore how best or promising practices 
(“best” as defined by the participants) are implemented. The preliminary study that 
examined any kind of perceived best practice led the researcher to investigating at the 
main study stage, the process of a single practice in order to facilitate the process 
focus.
The case selection was based on the . choice to examine the case from which the 
researcher feels she can learn the most. According to Stake (2000:447), that may 
mean taking the one most accessible or the one we can spend most time with. The 
main advisor to this study was also the Database Manager of a CIm tool (Hospitality 
Assured see Figure 4.3) that is specifically designed for the hospitality industry. The 
researcher, therefore, was fortunate in having data accessibility and collectively 
decided with the study advisor to use this CIm tool as a vehicle to understand its 
implementation process. The following section outlines the content of the CIm tool 
and the process of selecting the specific organisations in implementing it.
The CIm tool and its content
Hospitality Assured (HA) is the standard for Service and Business Excellence in the 
hospitality industry; it was recognised and endorsed by the British Quality Foundation 
and the Quality Scotland Foundation as meeting the criteria in the EFQM Excellence 
Model, which is owned by European Foundation for Quality Management. The 
standard adapted specifically for the hospitality industry comprises 49 requirements 
detailed under ten key steps (see Figure 4.3). The objectives are measurable; however,
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how they are actually met is not prescribed thus enabling organisational variability 
(Institute of Hospitality, 2007).
Figure 4.3: The ten key steps to achieving the industry standard
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Source: http://www.instituteofhospitality.org/hospitality_assured/the_standard
This CIm tool (HA) is considered as the only standard within the hospitality industry 
that focuses on the customer experience. It was created in 1998 by two industry 
professionals and one academic (main advisor of the study) under the auspices of the 
professional body, the Institute of Hospitality (formerly the HCIMA). Since then the 
number of accreditations have continuously risen as Figure 4.4 illustrates.
Figure 4.4: The diffusion of the Cl tool
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Figure 4.5: Breakdown of Accreditations by Sector N=150
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According to the HA Database Manager, the hotel sector makes up the largest 
percentage of HA clients (28%) (see Figure 4.6), but the highest overall assessment 
scores come from the Conference and Meeting sector (72.2%), closely followed by 
Foodservice (69.9%).
Benchmarking data through the year 2006-2009 (Figure 4.6) illustrated a clear 
increase in scores between an organisation’s initial Hospitality Assured Assessment 
and their first, second, third, fourth, fifth and sixth yearly re-accreditation for the 
standard.
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Figure 4.6: Evidence of Continuous Improvement
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Figure 4.7 shows that the population (NN150) that uses this CIm tool on a year on 
year comparison shows evidence of continuous improvement. However, according to 
the HA Database Manager, the differences are not statistically significant.
Figure 4.7: Year on Year comparison 2006-2009
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On the other hand, according to HA Database Manager, the differences on the 
improvement between new versus continuing users are statistically significant.
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Figure 4.8: New versus continuing HA users
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This secondary data show that there is an improvement in the assessment scores with 
differences statistically significant between new versus continuing users. This study 
will explore the factors that facilitate or inhibit the HA implementation process of 
new and experienced users.
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Case selection
The ‘hospitality field’, understood as hotel, conference, contract catering and 
hospitality services organisational settings, was selected as the research site. Due to 
the limited number of cases that can usually be studied, it made sense to choose cases 
in which the process of interest is “transparently observable”. For example, historical 
background, origin, hospitality industry sector, market position, experience with CIm 
tools can be considered as precise indicators of difference.
The three organisations for the preliminary study were selected through means of 
‘recommended selection’ by industry and academic informants as different hospitality 
organisations involved in improvement efforts. The selection of different 
organisational settings in terms of size (small, medium, large) and market (hotel, 
hospital services, local authority catering) allowed the researcher to control 
environmental variations, while the focus on the hospitality industry constrained 
variation due to sectoral differences among firms (Table 4.5).
Table 4.5: Preliminary study's organisations
Case group A: best practice as defined by 
subjects
Size/type Type of process
Hotel (Hotel industry) Small/private Starting-up a business
Hospital services (catering industry) Medium/private Implementing a CIm 
tool
Local authority catering (catering industry) Large/public Implementing a 
government policy
Eventually, the aim of the main study was to understand how hospitality 
organisations, despite institutional variations (different contextual settings), 
implement a CIm tool. Therefore, the main selection stage was about finding different 
organisational hospitality organisations and at different stages (early-implementation 
and late-implementation). The first stage was to look at the whole list of companies 
that participate in the scheme and identify which ones would be suitable for the study. 
This was facilitated by the experience of the main advisor of the study who knew 
potential organisations that could offer valuable insight. In particular, through the 
selection process organisations were included for each hospitality sector, private and 
public (hotel, conference, contract catering, hospitality services, catering). Exemplar 
organisations were also included such as the organisation with the highest assessment
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scores (N.2 in Table 4.6), organisations with low scores and one organisation that had 
discontinued the assessment (N. 4 in Table 4.6). The next stage was to present the 
potential companies to the professional body that owns the CIm tool seeking their 
consent not only to proceed with the selected companies but also to request their 
insight at other potential companies that could add value to the study’s purpose. The 
Administration Manager of the CIm tool was contacted by email with full explanation 
of the background of the study and the methodology of how the employees of the 
companies would be approached, what kind of questions they would be asked, how it 
would take part and what would be the benefits of their participation.
The Administrator of the CIm tool replied to this request after three weeks during 
which a further email and a telephone communication acted as reminders. The 
Administrator advised that two of the original suggested companies (one from the 
conference, banqueting and meeting sector and one from the hotel sector) should not 
be included in the study. However, four additional companies were suggested as 
better alternatives. Two of the additional companies were suggested as more 
appropriate because they were new to the process and, thus, could provide better 
insight into the early-implementation phase. One of them had also adopted a stage- 
approach implementation by progressively assessing each department separately (N.8 
n Table 4.6). The third company was recommended as a good case because it had 
been extensively assessed and their feedback would be interesting as there had been 
some interesting referrals (N. 7). Finally, the fourth company was proposed as 
suitable as a hotel-company replacement and was characterised as more interesting 
because the Hotel Chef was leading the implementation process (N.6). In total eight 
companies were finally included as suitable from the study after consulting with all 
parties; three from the Conference, Banqueting and Meetings sector, two from the 
Contract Catering, Foodservice and Facilities Management sector, one from the Hotel 
and another one from the University Hospitality Service sector (see Table 4.6).
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Table 4.6: Main study’s cases
Case Organisation description Size**/type Case group N: 
New at 
implementing*
Case group 
Ex:
Experienced at 
implementing*
1 Accommodation, Conference & 
Study Centre (Meetings industry)
Small/public 1
2 International conference centre 
(Meetings industry)
Medium/public 1
3 Conference & training venue 
(Meetings industry)
Small/public 1
4 University catering services 
(hospitality services)
Small/public 1 discontinued
5 Contract catering industry Large/private 1
6 Hotel industry Large/private 1
7 Catering services Large/public 1
8
University 
house 
services 
(size large)
Cleaning services Small/public 1
Accommodation
services
Small/public 1
Site services Small/public 1
Catering services Small/public 1 failed
* according to the number of annual assessments: new at implementing < 4 assessments, experienced at 
implementing > 5 assessments
** micro < 10, small < 50, medium-sized < 250 sources: European Commission, 2005
4.4.3 Multi-focus case design
The ‘case’ in the preliminary study is the process of implementing a non specific best 
practice (best as perceived by the participants). The ‘focus’ in the main study is the 
process, i.e. the activity system of implementing of a CIm tool (Figure 4.9). This 
study used multiple case studies as a research design because it sought to gain literal 
and theoretical replication and was not looking for a statistical representative sample. 
As Yin (2003:10) claims, the case study “does not represent a “sample ” and in doing 
a case study, your goal will be to expand and generalise theories (analytical 
generalisation) and not to enumerate frequencies (statistical generalisation)”. 
Analytic generalisation occurs when a previously developed theory is used as a 
template with which to compare the empirical results of the case study (Yin, 
1994:36). Here the researcher is trying to find emerging patterns that might agree or 
not to the broader theory of CIm implementation.
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The cases of the main study were divided into two process case-groups (Figure 4.9): 
The first case group is called N: “new at implementing”. This case-group is spatially 
and temporally positioned at the initial implementation process because it consists of 
five companies which have been implementing the strategy for a maximum of four 
years. The second case group is called Ex: “experienced at implementing”. This case- 
group is spatially and temporally positioned deeper at the implementation process 
because it consists of three companies which have been implementing the strategy for 
more than seven years. The cases-group which is new to the implementation process 
is expected to produce similar results (literal replication) in terms of its behavioural 
routines. However, variations (theoretical replication) are expected to be due to: 
exemplar cases (high and low assessment scores), industry variations (contract 
catering, hotel, hospitality services, conference and accommodation), organisational 
size variations (two large, one medium and two small-sized), and ownership 
variations (two privately owned and three public sector ones). The case-group 
experienced in the implementation process is expected to produce similar results 
(literal replication) in terms of its behavioural routines. However, variations 
(theoretical replication) might apply because one of the organisations is a large public 
sector organisation while the other two are small and medium-sized. The similarities 
in the process position facilitate literal replication while the variations in the process 
position and in context enable theoretical replication (Yin, 1984: 48-49).
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4.5 Data collection and analysis methods
Since the research environment has an impact upon the researcher and the researcher 
influences the setting, claims about objectivity should be treated with concern 
(Barley, 1995). Yin’s fundamental principle in the use of multiple sources has been 
applied in order to embrace the subjectivity that is innate in fieldwork of this nature. 
This study has used in-depth interviews of multiple perspectives, observation of 
meetings, documentation and archival records (Table 4.7).
Table 4.7: Two exploratory studies of empirical research
Preliminary study Main study
Date and duration November 2004 -May 2006 April 2006 -  September 2008
Data collection method - Inductive deductive content 
analysis of literature
- Open ended, unstructured 
interviews and documentary 
analysis
- Inductive-deductive content 
analysis of literature
- Semi-structured interviews
- Observation of meetings
- Documentary analysis
Philosophical position Constructivism Postpositivism
Research approach Qualitative research interview Qualitative, multiple case-study
Data analysis and writing Thematic analysis, data matrices, 
visual mapping strategy
Template analysis, 
Visual mapping strategy, data 
matrices
4.5.1 Literature review process 
Early stages
Initially before the analysis of the main data the literature review focused on the 
factors that facilitate “best practices”. The researcher reviewed articles that defined 
best practice as promising quality and business management tools (e.g. TQM, EFQM) 
but she also reviewed research that defined “best practice” as any practices that were 
proven to contribute to increased organisational performance. The implementation 
process was assumed to include the “antecedents”, the “adoption drivers” and the 
“implementation process enablers”. The researcher initially analysed in great detail 
the contextual factors labelled under the term antecedents (e.g. structure, size, 
strategic formality, management control) that were assumed to influence the whole 
implementation process. She also analysed the “drivers of adoption” that she found
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from the literature to be the “strategic posture”, “networking” and “benchmarking”. 
Under the term “implementation process enablers” she found organisational and 
individual capabilities (e.g. absorptive capacity), leadership skills, the role of 
measurement and the role of the relationship between the source and the recipient.
While analysing the data from the main study
The main study focused on the implementation process of a specific CIm tool that is 
adapted specifically for the hospitality industry and meets the criteria of the EFQM.
The researcher while analysing the data, identified some emerging issues which led 
her back to review the literature in greater detail.
During the analysis of the main data there were emerging themes about the type of 
change that was triggered through the use of the tool (incremental small changes, 
involvement of the wider workforce, regular meetings talking about improvement, 
regular quality checks, structured reflection etc). There were issues about the 
newness, compatibility, divisibility and adaptability of the tool itself. There were 
emerging themes about organisational learning and the resistance to unlearning, the 
absorptive capabilities of the people involved and about the roles of the participants 
that were involved in the implementation process (e.g. champion, facilitator). All 
these emerging themes led the researcher to review the literature about CIm 
theory/incremental process innovation. She had to clarify through reviewing the 
literature that she was not studying CIm implementation but the implementation of a 
tool that enables CIm. The fact that CIm theory has being built upon innovation 
theory and upon learning capabilities the researcher had to locate the boundaries of 
her study. On the innovation focus she had to locate the type of process (adoption 
through implementation, not diffusion or innovativeness), she had to identify the type 
of change (process change not product), the degree of change (incremental not 
radical). On the learning focus she had to locate that the emerging capabilities were 
more about exploitation of existing knowledge.
The study therefore adopted an inductive-deductive approach, which, while drawing 
on the existing body of knowledge in the formulation of research questions and the 
clarification of concepts, is also data-driven in allowing new insights and conceptual 
developments to emerge during the collection and analysis of data. Therefore, the
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literature review was an iterative process and chapter two was progressively updated 
and modified throughout the research process.
4.5.2 Gaining and maintaining access into the organisations
Formal access or the “getting in” stage is identified in the literature as the process of
achieving an agreement between the organisation and the researcher on how empirical 
data are collected, what might be the benefits for the participating companies and the 
all the required information on time, resource and confidentiality issues (Laurila, 
1997; Okumus, Altinay, & Roper, 2007).
Gaining access for the preliminary and the main study was particularly facilitated by 
the fact that the researcher was coming from a well-known and established 
educational institution, had the support from key people (Programme Director and 
Administrator, Benchmarking Database Manager) of the industry professional body 
(Institute of Hospitality) and from the fact that the majority of the participants knew 
or had heard of the main advisor of the study.
Gaining access for the preliminary study was not as time-consuming as it was for the 
main study since the requested time for interviews was only with the owner/manager 
and not the employees of each case. The researcher contacted them through email, 
including all the important information about purpose of the study, benefits of 
participating, confidentiality and time issues. Once agreement was provided the 
researcher conducted the interviews in the specified time and place and contacted the 
interviewees at a later stage of the study to request participants to read the study 
report and verify whether their accounts were correctly represented.
Gaining access for the main study began by asking the professional body that owns 
the CIm tool to recommend a primary contact as a gatekeeper for each of the selected 
companies. The gatekeeper is usually the person that coordinates the implementation 
activities of the tool into each organisation. Building trust with them was essential as 
(s)he was the only who could smooth the research path by providing an initial 
legitimacy for the researcher’s presence to other individuals.
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The researcher gained access by sending postal letters to the nine gatekeepers inviting 
them to participate in the study and attaching a participant information sheet that 
explained the nature and the purpose of the study, what is required from them, what 
would be the potential benefits while emphasising the confidentially of the collected 
data and their right to withdraw at any time from the study without prejudice (see 
Appendix I and II). In the letter the gatekeeper was also asked to identify three or four 
staff members involved in the process. All but one of the nine companies agreed to 
participate in the study. The company that refused access justified their non­
participation due to major changes in their procedures at the time of the study.
Once access was formally gained from the eight companies the researcher contacted 
all the gatekeepers by telephone in order to arrange preferable dates for the 
interviews. This stage required good verbal communication and the use of friendly, 
simple and non-threatening language when explaining the nature, purpose and 
requirements of the subject’s time. It also required from the researcher time flexibility 
in terms of letting the participants propose the dates of the interview that would suit 
them best. Once the dates had been settled the researcher sent a confirmation email to 
participants to thank the subjects for agreeing to participate in the study and 
confirming the time and date.
In preparation for visiting each case the researcher prepared a folder with all the 
necessary documents available for easy access such as:
1. the open structured questionnaire;
2. the participant information sheet;
3. the framework of the CIm tool;
4. the contact summary form (to be completed immediately after the interview);
5. blank papers to make notes;
6. two digital recorders (for back up);
7. one digital camera;
8. spare batteries for the digital equipment;
9. the laptop;
10. business cards;
11. guidelines on how to get to the establishment.
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The researcher also made sure to convey a professional appearance and used her 
interpersonal skills. From the time entering the company and while interviewing 
verbal and non verbal communication were carefully used for protecting an ongoing 
physical access to the research setting and for ensuring that the subjects would be 
willing to agree to be involved in further fieldwork, if needed. It was necessary to 
negotiate and renegotiate access at every point in time in order to gain the necessary 
trust and familiarity for any potential meeting observations.
4.5.3 Qualitative research interviews
According to King (2004:11), the goal of any qualitative research interview is to view 
the topic from the perspective of the interviewee and to “understand how and why 
they have come to have this particular perspective. ” The following section will 
therefore provide an outline of how the chosen philosophical stance influenced how 
the collection and analysis of the data.
Realist interviews
The primary method of the main study was semi structured interviews with 
respondents. The semi-structure element was added because of the need to ensure that 
the accounts of different participants and different kinds of data can be systematically 
compared (King, 2004). According to King (2004), from a realist epistemological 
position, interviewees’ perspectives are treated as insights of their organisational lives 
outside the interview situation and, therefore, the accuracy of their insights should be 
supplemented with other methods such as documentary analysis or quantitative survey 
data. In this study the researcher observed a number of organisational meetings and 
examined the yearly assessment reports that have been prepared by the assessors of 
the CIm tool (see following section).
The interviews were conducted on day-site visits. Thirty-six interviews were audio­
recorded and transcribed. Interviews typically lasted 60 to 90 minutes. The semi­
structured interviews were open-ended and were conducted under an interview 
protocol (see Appendix I). The development of the interview guide was influenced by 
extensive discussions with the study’s advisors as well as from the relevant research 
literature and the preliminary study. The questions included personal background
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questions of the respondents and their organisations, and then questions about their 
views on the initiation and implementation of the strategy. The interviews focused on 
the following questions:
■ How and when was the CIm tool (Hospitality Assured) initiated;
■ The factors that triggered the decision to adopt the CIm tool;
■ Initial expectations of the benefits;
■ Elements that facilitated the implementation;
■ Perceived difficulties in integrating the management practice;
■ Received benefits and lessons learned.
At each organisation different kinds of participants were interviewed: senior managers 
involved in the decision to adopt the strategy, managers who were assigned to lead the 
adoption process of the strategy and operational managers that either facilitated the 
process by actively helping the leaders or who were just members of the organisation.
Table 4.9: Main study’s interviews
Case-group No. of Interviewees Recorded
time/transcribed pages
N l: Contract catering 4
N2: Hotel 4
New at 
implementing 
incremental
N3: Hotel and 
Conference
9
innovation (CIm 
tool)
N4: University 
catering
2
N-group N5: University 
services
6
Total for CaseN 25 25.5h/385 pages
C l: International 
conference centre
4
Experienced at 
implementing
C2: Training & 
conference centre
3
Ex-group C3: Staff catering 4
Total for CaseEx 11 12h /180 pages
Total 36 37h/565  pages
Best practice defined as a CIm tool
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At each organisation different kinds of participants were interviewed: senior managers 
involved in the decision to adopt the strategy, managers who were assigned to lead the 
adoption process of the strategy and operational managers that either facilitated the 
process by actively helping the leaders or who were just members of the organisation.
One important shortcoming of the qualitative research conducted to date in 
organisational change processes is its over-reliance on interviewing as a principal 
methodology. This study, however, offers better validity testing of data through the 
use a combination of techniques such as non-participant observation (visits to the 
settings, attendance at meetings) and documentation (assessment reports) analysis in 
order to gain a broader and divergent perspective of the research phenomenon.
4,5,4 Observation o f  meetings
The researcher acted as a complete observer who merely was sitting at the same room 
with the practitioners and was observing the progress of the ten meetings. The 
researcher did not take notes during the meetings but kept a daily record of 
impressions and informal observations immediately after the site visits and 
observations of meetings. The observations of daily meetings were conducted on day- 
site visits and typically lasted 30 minutes (Table 4.9). These observations provided 
real time data.
Table 4.9: Observation of meetings
Process phase Type of meetings Total number Researcher’s role
New at implementing 1 daily, 2 weekly, 1 
monthly, 1 ad hoc
5 meetings Complete observer
Experienced at 
implementing
3 daily, 1 weekly, 1 ad 
hoc
5 meetings
The majority of the meetings (eight out of ten) were regular monthly, weekly or daily 
gatherings of the staff. During these meetings the employees from different levels 
(CEOs, General Managers, Directors, cooks, supervisors, kitchen assistants, area 
catering officers, training officers, human resource manager, food and services 
assistants, catering managers, housekeeping supervisors, Chef, senior sous chef, 
restaurant supervisors etc) exchange information regarding the operations of the day,
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week and month. They inform each other of any changes to the scheduled programme 
and express any concerns or emergent problems.
The majority of the daily meetings were conducted in one of the back-of-house areas 
(manager’s office or kitchen area) while the staff were usually standing and formed a 
circle around each other. The weekly or monthly meetings were held in 
conference/seminar rooms or the restaurant area where again the employees were , 
sitting and formed a circle. The artefacts that were mostly used in these meetings were 
in The form of papers (minutes from previous meetings and operational papers of 
arrivals, special arrangements for arrivals, for meals, rooms, handling of complaints).
The role of the researcher in all these meetings was to observe quietly without taking 
notes during the meetings, but only after the meeting was over. This was a conscious 
choice of the researcher who knew that her appearance influenced the research setting 
and wanted to minimise that influence by not being seen by the others as explicitly 
making notes. Participation in these meetings gave the researcher a taste of how 
interactive communication was conducted in these hospitality organisations. The 
purpose was not so much about what was said but was more about how 
communication flows, who participates and how interaction is conducted (see a copy 
of observation notes in the Appendix XI).
4.5.5 Documentary data
The annual reports of the external assessors from the Hospitality Assured database 
were thoroughly examined (Table 4.10). These assessment reports comprise compact 
information regarding the 49 requirements of the CIm tool that have been gathered by 
independent assessors annually after they have randomly interviewed employees and 
customers and after they have assessed evidence of CIm in each company. Other 
available documentation, such as, minutes from previous meetings, memos, planning 
reports were also collected from some organisations (see Appendix XII of a copy of 
an introductory document of the CIm tool created by HR management for the 
employees).
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Table 4.10: Data accessibility to annual assessment reports for the preliminary and main studies
Data accessibility to 
annual assessment 
reports / case numbers 
A1
1st ass. 2nd ass.
v .
3rd ass. 4th ass. 5th ass. 6th ass. 7th ass.
A2 V
A3
N1 V V V
N2 V
N3 V
N4 V
N5 V
Exl V V V V V V
Ex2 V V V V
Ex3 V V V V
No. of interviews 
conducted by assessors
255 73 55 107 24 81 79
Total number of 
interviews conducted 
by assessors 
Total number of pages 
of assessment reports
674
350
This type of data informed the data collection and analysis process. The data were 
especially important during the study because they allowed familiarisation with 
issues. They were also useful at the end of data collection when visual mapping of the 
implementation process of each process was generated.
4.6 Data management and analysis
The proposed set of techniques generated great volumes of data such as:
■ Interview transcripts;
■ Assessment reports;
■ Observation records;
■ Field notes;
■ Company documents.
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All interviews were tape recorded and transcribed for analysis. The final volume of 
the data collected for the preliminary and the main study included roughly 570 pages 
of transcribed interviews with the 38 practitioners and 350 pages of documentary data 
which were produced from different external assessors who were interviewing 
annually a random sample of employees in each organisation and 10 pages of filed 
notes from the meetings and the visits to the organisations.
“Death by data asphyxiation” (Pettigrew, 1990) is the drowning feeling one might 
easily get with the task of organising the complex and mass volume of process data 
(Langley, 1999). The open-ended inductive approach of this study, although it does 
offer a lot of potential for new discovery, also makes it very difficult for the 
researcher to decide what is relevant and important. Langley (1999), through her 
experience and literature review, suggests that process data analysis may be 
conducted through the manipulation of words (e.g. narrative or grounded strategies), 
of numbers (quantification) or of matrix and graphical forms (Miles and Huberman, 
1994). Each of the proposed sense-making strategies for process understanding serve 
different purposes, however, combinations of them are advised since some may not be 
sufficient to be used alone. This study used template analysis, visual mapping 
strategies and comparative data matrices.
4.6.2 Template analysis fo r  the main study
The principle aim was to identify facilitating or constraining patterns in the 
implementation processes and their driving mechanisms. Although grounded theory 
strategy is commonly used in process studies the analytical approach for the 
transcribed interviews followed the conventions of template analysis where the 
researcher produces incrementally a template that includes a list of codes that 
represent themes identified in the textual data (King, 2004).
Template analysis was found as an appropriate alternative to grounded theory for a 
number of reasons. Template analysis is very similar to grounded theory with the 
extraction of “in vivo” codes from raw data and the construction of categories, 
subcategories with the related properties and dimensions (Strauss and Corbin, 1990). 
However, template analysis is a more flexible technique with fewer specified 
procedures. For example, while grounded theory does not permit any predetermined
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theoretical or conceptual framework or any a priori codes; template analysis allows 
the researcher to have an initial coding template which is modified through the 
incremental analysis and data collection (see Appendix XV for the development and 
coding process of the initial and revised templates).
Reaching the final template
The analysis, through coding, was an iterative process that continued until additional 
data could no longer contribute to the refinement of the concepts. According to 
Eisenhardt (1989) when incremental learning from the cross-case patterns is minimal 
and when theory and data iteration is met then theoretical saturation has been 
approached By the time that the researcher had analysed less than half of the 
transcript data it was becoming apparent that the factors that facilitate the initiation 
and implementation process were not the sequential stage process activities, but the 
situated, collective and interactive practices that the practitioners are constantly 
engaged with while implementing. The process is regulated by specific rules that 
constantly trigger and moderate the praxis. The process is also highly influenced by 
the practitioners that are involved to the activities and practices. Their perception of 
the attributes of the tool itself influences their expectations and the actual benefits that 
they receive while using the tool. The final template (Figure 4.10), therefore, had to 
be revised so as to discard dominance of the sequential stages and to acknowledge the 
superiority of the collective practices, the role of the key practitioners and their 
objectives and the role of the rules that moderated and triggered the process.
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4.7 Criteria for judging the quality of research design
Table 4.11 lists tests commonly used to establish the quality of any empirical social 
research.
Table 4.11: Case study tactics for four design tests__________________ _______________________
Tests Case study tactic Phase of research in which 
tactic occurs
Construct
validity
- use multiple sources of evidence
- establish chain of evidence
- have key informants review draft case study 
report
Data collection 
Data collection 
Data composition
External validity - use replication logic in multiple-case studies Research design
Reliability - use case study protocol
- develop case study data base
Data collection 
Data collection
Source: Yin (1994:33)
4.7,1 Construct validity
Construct validity is about establishing correct operational measures for the concepts 
being studied (Yin, 1994:33). Construct validity was established through collecting 
evidence from multiple sources from each organisation (initiators, coordinators, 
facilitators or just followers of the process). The evidence was also complemented 
with the annual assessment reports of the assessors that also provided a longitudinal 
approach to the study. Table 4.12 illustrates how the researcher validated data through 
multiple resources.
Construct validity for the preliminary study was also reached by participants 
reviewing a draft report of an article to be published. The feedback from the 
informants on the results of the analysis was positive as the quotation below indicates:
Yes I  am pleased with the article and it's interesting to see how we all approach life 
and business in different ways, and that's what's makes the world go around. I  agree 
with the comments you have quoted for the article. I  have found the whole article 
uplifting and motivational and I  hope that this will be the same for all those who may 
read it. lam  happy for you to mention the hospital’s name and my name associated 
with the article. Hospital Services Initiator/coordinator 2005
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Table 4.12: Triangulation of data from multiple resources
Illustrating quotes from different sources
Coded to category 
and sub-categories
Assessor Participant
Mediated practices 
at initiation
- membership 
with industry 
associations
Membership o f  industry associations such 
as the HCIMA, with the General Manager 
also being a Fellow, is seen as making a 
valuable contribution to benchmarking 
activity.AS2006
Hmm...HA was a programme 
that came about from the 
General Manager (X) involved 
with the HCIMA. 
NHotelCoordinator2007
Mediated practices 
at implementation 
- distributing 
the tasks
The preparation for this assessment has 
been managed by the Executive Chef and 
has been achieved through nine 
departmental ‘Hospitality Assured 
Steering Groups ’. AS2006
I  was running 9 steering 
committees at one point with 
some assistance from another 
manager.
NHotelCoordinator2007
Outcome of 
implementation
- interaction 
between 
departments
One stated benefit o f the pre-assessment 
process had been the interaction between 
departments. Evidence was seen to support 
this, though equally there appeared to be 
scope for sharing best practice across 
departments and o f co-ordinating work to 
reduce ‘reinventing the wheel’. At the time 
o f the assessment, consideration was being 
given to the formation o f an ‘Executive 
Steering Group ’ to address these and 
other issues.AS2006
You need to communicate a lot 
that was the key point because i f  
work in my department I  don’t 
know the difficulties in the other 
department, but when you 
communicate. Now for me is 
easier, I  have been cross 
trained, so I  can see what is 
going on in other departments 
NHOTELfaciliator2007
Practitioners at 
implementation
leadership skills of 
coordinator
It was noted that the Hospitality Assured 
process had been effected through the 
leadership o f the Executive Chef and a 
number o f departmental steering 
committees. AS2006
one o f my managerial strengths 
is that I  am very good with 
people, I  am very good at 
bringing out the best in people 
and I  though with this project it 
give us a lot o f  time to spend 
with our research our own staff 
to find  out how we were really 
were doing and how we could 
either overcome obstacles, how 
we could look at improving our 
service techniques. 
NChHotel2007
For the main study this was established by having the CIm tool’s Director and 
Chairman review a summary of the key findings:
I  showed your comments to (X) the new HA manager and he confirmed many o f the 
issues that you raised based on his recent discussions with HA members and we had a 
very interesting discussion /  brainstorm. I  think there could be some interesting and 
valuable changes to HA in the next few months that your results will support.
Current Chairman of the Institute of Hospitality’s Executive Council and study’s main
advisor 2008
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Internal validity is about establishing a causal relationship, whereby certain conditions 
are shown to lead to other conditions and according to Yin (1994) is appropriate for 
explanatory or causal studies only and not for descriptive or exploratory studies such 
as this one.
4.7.2 External validity
External validity is establishing the domain to which a study’s findings can be 
generalised (Yin, 1994). According to Schofield (2000) performing multi-site studies 
is one of the approaches that may increase the generalisability of qualitative research 
and especially decrease the possibility of ‘radical particularism’. For example, a 
finding emerging in a study of numerous sites especially if that finding has emerged 
from heterogeneous sites would be more likely to emerge in other sites than a finding 
emerging from one or two similar sites. This study has attempted to establish external 
validity by investigating the same phenomenon in eight different sites in the UK 
hospitality sector. However, care should be taken about generalising the findings to 
other types of sectors, to other countries or other types of organisational innovations 
other than CIm tools.
4.7.3 Reliability
Reliability is about demonstrating that the operations of a study- such as the data 
collection procedures can be repeated, with the same results. The purpose of 
establishing reliability is to minimise potential errors and biases in a study (Yin, 
1994). This study applied the use of the case study protocol (see Appendix I and II) as 
a tool to document the operational conduct of the research steps (what is it all about, 
the case to be investigated, special characteristics of the research units, the aim of the 
study, expected outcomes and so on). The researcher with the help of the study 
advisors also tried to keep the research questions as simple and brief as possible so 
anyone would be able to conduct the research if needed.
The researcher also kept an audit trail (King, 2004) of her analytical process by 
keeping a documentary record of the steps she undertook and the decisions that she 
made in transforming the raw transcripts to the final interpretation of the data. This is 
presented in more detail in Appendix XV where the researcher has displayed the most 
dominant versions of the template along with comments on what changes were made 
at each stage and why.
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4,7,4 Credibility
According to Patton (1990), there are three questions that need to be addressed when 
discussing the credibility of a qualitative study:
1. What techniques and methods were used to ensure the integrity, validity and 
accuracy of the findings?
2. What does the researcher bring to the study in terms of qualifications, experience 
and perspective?
3. What paradigm orientation and assumptions undergird the study?
The third question concerning paradigm related questions has been addressed earlier 
in this chapter. The primary method of data collection was in-depth interviews of a 
variety of interviewees (upper and lower levels of management) in eight 
organisations, using a common interview outline (Appendix I-II). A general stance as 
neutral as possible was maintained towards the interviewee; however, the interviewer 
did ask each interviewee to elaborate on emerging issues. Patton (1990) notes that 
rival notions have to be accounted for in order to ensure the integrity, validity and 
credibility of the emerging themes. This has been ensured in the data collection and 
analysis stage by including the multiple perspectives that exist in each organisation. 
The overall emphasis placed on comparative tables and visual mapping illustrations 
derives from the researcher’s willingness to keep her own reasoning as explicit and 
transparent as possible.
With regards to the second question the researcher’s background knowledge and 
experience are relevant to the study as follows:
■ hospitality industry (three years of hospitality industry experience in 
Greece (Procurement and Receptionist Manager in five-star resort hotel, 
Secretary to the Greek Ministry of Tourism, Group Leader in Travel 
Agencies, Bar Tender) and in the
■ academic field (BA -qualitative analysis of interviews, MSc- statistical 
analysis of ninety-three questionnaires, data collection through interviews 
in independent research project).
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The researcher does acknowledge that her individual attributes, perspectives and 
limited research and industry experience can influence in a major way what can be 
observed. However, as Hanson (1958:7 in Phillips, 1990) (1958) claims this does not 
imply relativism since different observers with different frameworks can have some 
views in common, and these things can serve as the basis for further discussion and 
clarification . She also recognises that the interpretation and discussion part of the 
emerging themes are her own data production, i.e. her own construction, and not an 
absolute objective analysis. However, epistemologically the objectivity of this study 
has been modified (as Guba has suggested (1990:21) by relying on the existing theory 
and by subjecting the research in the judgement of the external and internal critical 
community, in particular:
■ Constant communicating and reflecting on the findings with the creator of the 
CIm tool;
■ Scheduled one-to-one meetings with the external academic expert on operations 
management from the manufacturing industry (Professor Chris Voss);
■ Participating in template analysis workshops and discussing the approach with 
the creator of template analysis who is also an innovation management expert 
(Professor Nigel King);
■ Taking into consideration the comments of the referees of one journal and 
feedback from four conferences;
■ Constantly subjecting the progress of the research to the study’s supervisors, 
internal examiners and advisors, university internal transfer review and peer 
group presentations.
4.8 Conclusion
The purpose of this chapter was to reflect upon this study’s ontological and 
epistemological assumptions about reality and how these assumptions guided the 
selected methodological approach. This research is exploratory, since it is not guided 
by a definitive a priory theory. Exploratory research is, by its nature, inductive in 
design since the main questions and potential answers are not known, or at least are 
partially understood (Eisenhardt, 1989; Yin, 1994). As the data were analysed, 
induction overlapped with deduction, as the pertinence of some extant theories 
indicated. The study therefore adopted an inductive-deductive approach, which, while 
drawing on the existing body of knowledge in the formulation of research questions
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and the clarification of concepts, is also data-driven in allowing new insights and 
conceptual developments to emerge during the collection and analysis of data. This 
chapter also outlined the research design and the case study as the research strategy. It 
also explained how the research process has evolved and why the researcher had to go 
back to review the literature, why the researcher moved to postpositivism and to post- 
processual and practice theory. The s-as-p provides an analytical framework for 
interpreting the empirically-grounded material in the following chapter.
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Chapter Five:
Implementing a Continuous Improvement tool
This chapter presents the emerging themes of the factors that influence the 
implementation process of a CIm tool. The final template presented in the previous 
chapter (Figure 4.11) is used as a visual mapping strategy that identifies the key areas. 
In the conclusion of this chapter it is illustrated how the findings are linked with this 
template (Figure 5.2).
The main study explored the factors that influence the implementation process of a 
CIm tool as it has occurred at eight different organisations. Five of these organisations 
are located at the early-implementation process and are therefore labelled as Case N 
(maximum of four years of tool use). Three of these organisations are located at the 
late-implementation process and are therefore labelled as Case Ex (more than seven 
years of tool use). The preliminary study investigated the factors that are perceived to 
influence the implementation process of three different ‘practices’ (implementing a 
CIm tool, adopting a policy, starting-up a business) in three hospitality organisations. 
This case-group has been labelled as Case A.
5.1 Why and how do organisations implement a tool that 
enables continuous improvement
The following section presents the themes that emerged during the data analysis. The 
presentation of each individual case was avoided due to the limited space and 
because it could distract attention from the research questions of this study, which 
are:
1. How do organisations implement a tool that enables CIm?
2. Why do organisations adopt a tool that enables CIm?
3. Which factors are perceived as facilitating or inhibiting the 
implementation process?
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4. What perceived benefits and lessons learned are gained through this 
process?
The emerging themes are presented through the strategy-as-practice framework 
which was explained in the previous chapters. The role of key practitioners (‘who’) is 
firstly presented instead of the ‘why’ and ‘how’ questions; these roles need to be 
introduced from the beginning since they are integrated in the reasons and objectives 
(‘why’) that led to the implementation and the factors that influenced the process 
(‘how’). In other words, these roles are integrated in the whole story. The modified 
framework will be used as an analytical tool for the activity system. The researcher 
uses terms such as “key practitioners” (who), “mediating practices” (practices as 
enablers/barriers in how and why), “drivers” (why), “moderating factors” (in how 
and why), “level of involvement” (distribution of tasks) and “outcome” (perceived 
benefits) (Figure 4.11 and 5.2). The following section introduces the themes 
discussed in the analysis of the implementation process (praxis):
■ Who is involved in the implementation process? This theme identifies the “key 
practitioners” at the implementation process, their leadership roles as “initiators”, 
“coordinators”, “initiators/coordinators”, “facilitators” and “followers” and the 
related activities of each role.
■ Why do organisations adopt a CIm tool? This theme identifies the “pull-need” 
and “institutional push-driven” as the factors behind the adoption/selection of the 
CIm tool. These factors are interconnected with certain practices, namely 
“networking” and “strategic posture”, that seem to facilitate the awareness of the 
need to adopt a CIm tool. The “industry related experience” and “commitment” 
of the key practitioners from top management who act as initiators appear to 
moderate these enabling practices.
■ How is the implementation process facilitated? This theme identifies the 
“collective practices”, the “leadership functions” and the “attributes of the tool 
itself’ as the fundamental enablers of the implementation process. The level of 
involvement in these collective practices and the perception of the tool’s 
attributes seem to be influenced by the “prior relevant knowledge” of CIm tools. 
The “senior management” that supports the implementation process through 
participating in leadership functions also facilitates the involvement in these 
collective practices.
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■ How is the implementation process inhibited? This theme identifies “knowledge 
related problems” ((un)leaming, transferring, sustaining and codifying) as critical 
inhibiting factors to the implementation process. These problems appear to 
intensify through “low staff involvement” in collective practices and “lack of 
belief’ in the implementation benefits, i.e. lack of CIm understanding. These 
problems are in turn influenced by “industry related problems” such as “lack of 
skilled staff’ and “high turnover of workforce”. Another perceived problem is the 
“conservative strategic posture” in some cases that does not encourage 
competitive benchmarking. Some “perceived tool attributes” also appear to 
inhibit the implementation process.
■ What are the perceived benefits from the implementation of the CIm tool? This 
theme identifies “increased organisational interaction”, “structured continuous 
improvement”, “organisational alertness” and “proactive behaviour” as the 
dominant perceived benefits related to the implementation process of the specific 
CIm. Although the tool was perceived as effective in encouraging internal best 
practice benchmarking, it was perceived as ineffective in raising market value 
and in promoting consistent external best practice benchmarking.
In the following section the researcher also emphasises these emerging themes 
through illustrative examples from interview transcripts, assessment reports and other 
data as required as well as, where appropriate, by making links back to the literature.
5.1.7 Who facilitates the implementation process? Key Practitioners
The emerging themes showed that practitioners played a crucial role during the
implementation process of this CIm tool. Thirty-eight practitioners: (five 
initiators/coordinators, nine coordinators, fifteen facilitators and nine followers) 
emerged as individuals and groups associated directly or indirectly with the 
implementation. The identification of these roles is not new, but has been reported in 
the following literature:
■ CIm literature by Caffyn (1997) and Boer et al. (2000) (“initiator” and 
“facilitator”);
161
Chapter Five: Implementing a CIm tool
■ Transfer of best practice literature by APQC (2004) studies (senior leadership 
involvement, strategic and operational transfer roles, Human Resource and 
Information Technology functions);
■ Innovation process literature by Van de Yen et al. (2000) (“sponsor/mentor”, 
“institutional leader”, “critic”, “innovation manager/entrepreneur”, by Roberts and 
King, (2000) (“policy entrepreneurs”, “champions”, “administrators”) and by 
Rogers and Shoemaker (1971) (“initiator”, “stimulator”, “legitimiser”, “decision 
maker”, “executor”.
Initiators, initiators/coordinators, facilitators and followers were the four dominant 
roles in this study. Table 5.1 provides illustrating quotations of how “initiators”, 
“coordinators” and “facilitators” took the leadership role of starting activities, 
generating discussions and encouraging participation. Followers were identified as the 
individuals co-operating and complying with the changes; however they did not take 
any leadership roles. The researcher uses these particular terms because they convey 
activity, e.g. initiating, co-ordinating and facilitating.
“The Initiator” has been identified as a role in previous CIm implementation studies 
(e.g. Caffyn, 1997 and Boer et al. 2000). “Initiators” were the individuals who 
identified the organisational need and took the initiative to adopt a CIm tool. They 
were the actors with the decision-making responsibility to introduce the tool into the 
organisation. The following quotation is from a facilitator who explains the role of the 
General Manager as the “initiator”, who not only identified the need to address a 
problem but also took the initiative to address the problem. Quoting a facilitator from 
the NHotel case:
“Because I  think Mr (the General Manager) especially Mr —, saw that there was 
something going wrong around the hotel I  think other managers they saw it as well, 
they saw that things were going wrong, but nobody did anything, so Mr— made a 
decision. Even if  he wasn’t fully involved in everything, in all our meetings and 
everything, but I  think he had a great role as well, just because he started 
everything. ” NHotel Facilitator 2007
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Table 5.1: Practitioners at implementation: illustrative quotations of leadership functions
Coded to higher- 
order classification 
and to sub­
category/description
Individuals who 
identified the
organisational need 
and decided to adopt 
a CIm tool
Individuals who were 
assigned by the 
initiators with the 
task to co-ordinate 
the implementation
Individuals who were 
assigned by the 
coordinators to 
actively assist with 
the implementation
Individuals who were 
indirectly involved 
with the
implementation
Practitioners at implementation 
Initiators:
It was a new industry mark that was promoted by the HCIMA, and I  think our 
director decided is a good idea ExStaffCatCham2007
Coordinators:
“Initially it was very much the responsibility o f  the General Manager and the 
Deputy General Manager. They pretty much co-ordinated everything. ” 
ExConfCent coordinator! 007
“I  think i f  y  ou are going to do this, you need somebody that champions it. that 
goes out there, that believes in it, is not frightened some times to rock the 
boat, you know, because I  rocked the boat on many occasions. And not 
frightened to eat humble pie i f  you got it wrong, I  was the catalyst, that made it 
happen, but they actually were the people that implemented it.... everybody else 
that do the work behind it. ’’NHotel Coordinator2007
Facilitators:
Hospitality Assured has got 10 criteria and what we have done every year 
effectively is get our key people together and meet the senior managers 
together and will say: OK topic number 1 involves areaX, what are we 
currently doing, where are we, are we happy with that, are there any systems 
that need reviewing? Yes there are, what are they? How do you propose to 
improve them? Ok let’s introduce that, and try and make it more robust. 
ExConfCent Coordinator!007
Followers:
My role was to follow the right procedures and for the department, and to 
discuss that with the assessors as necessary. It was with the help o fX  because 
he acted as an advisor to us because he had experience in the accreditation 
already ,so he advised us ExConfCentFoll2007
Initiators/coordinators: the individuals who initiated and took charge o f the implementation process
The “initiators” in all the cases held senior management positions with substantial 
industry and company experience. The fact that they were from the top-management 
also illustrates the “top-management decision making” nature of the activity which is 
also confirmed from other empirical studies (Laugen and Boer, 2007). In the majority 
of the cases “initiators” assigned the implementation to “coordinators” who were 
perceived as the most suitable colleagues with the appropriate leadership and 
communication skills. For example:
“..somepeople don’t like change, they resist so sometimes we did have obstacles to 
overcome, but that’s where my people skills came in working out how to negotiate, get
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my way around, come out from different angles, so yeah I  wouldn 7 say that was all 
roses but you wouldn’t find that with anything we do in life. NHotel 
Coordinator2007
“Coordinators” were the individuals assigned by the initiators with the task to co­
ordinate implementation. Where the role of initiation and co-ordination was taken by 
the same individual then these individuals were labelled as “initiators/coordinators”. 
The previous quotation, for example, also shows how the initiator was not fully 
involved in the co-ordination activities. The term “initiator/coordinator” has not been 
previously identified in the literature as such; however, it might relate to the term 
“champions” as used by Roberts and King’s (2000), i.e. the individuals who are 
actively leading all the activities. The initiators and coordinators acted also as 
“legitimisers” and “decision makers” (e.g. in Rogers and Shoemaker, 1971), and as 
“sponsors/mentors” and “institutional leaders” (e.g. in Van de Yen et al. 2000). The 
fact that initiators and coordinators were usually from the top management might 
indicate also the senior leadership acknowledged in the APQC (2004) studies (see 
Appendix IX for their organisational roles in hierarchy and their involvement with the 
implementation process).
The “coordinators” also handpicked the “facilitators” who could help them with the 
communication and coordination of the implementation process (see Table 5.1). 
Facilitators have also been identified in other CIm implementation studies (e.g. 
Caffyn, 1997 and Boer et al. 2000).
“Followers” were all the other individuals who were not actively involved the 
implementation but were following the new procedures or executing the changes that 
affected their operations. The following quotation from a follower explains how the 
initiator/coordinator was the person actively involved, while the others were just 
cooperating and complying with the changes that were triggered through the use of 
the CIm tool:
“...she has very much owned this and led it and made sure that it happens and we 
fulfil it and organised in advance to the inspection that we had all documents at hand 
that anybody might want to see. It was very much a question o f her organisation
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which made it happen and the extent to which the rest o f us co-operated with it and 
complied” NConfAccom Follower 2007
The term “follower” as a role has not been identified in the literature, potentially 
because previous studies included only those practitioners actively involved. These 
individuals tended not to be involved either because they were critical of the process 
(e.g. the Gardener from NConfAccom), were temporarily working in the organisation 
(e.g. the HR assistant who was an apprentice in NHotel), or were working in a 
department that was not directly affected by the implementation of the CIm tool (e.g. 
Finance Assistant and Head of Education in NConfAccom). For example, in the 
NConfAccom, one of the interviewees expressed his criticism of the language used 
within the standards of the CIm tool:
“I  wouldn 7 look forward anymore o f this sort o f stuff but Ifind it a bit tedious, Ifind  
the process a bit tedious and as I  said the assumption that we are to learn their 
language, rather than they ought to speak in common English, still aggravates, still 
annoys me. ” NConfAccom Follower
As evident from the database of participants and their roles in Appendix IX, the 
majority of the “followers” were observed in the cases new to implementation 
(NCase). However, two other followers were identified in one of the ExCases. This 
might be due to the fact that the particular organisation was the only organisation with 
a designated department for quality management issues and thus designated roles (e.g. 
the Business Excellence Systems Coordinator in ExIntConf case). The following 
quotation illustrates how the designated TQM Manager identified the need to 
introduce the tool to the organisation:
“It was (...) the company’s human resources and total quality management facilitator, 
who recommended to the board that the centre should seek Hospitality Assured 
Meetings accreditation, and he took charge o f the project. ” ExIntConf Press 
Conference 2002
All these distinctions, as roles in the implementation, may help to understand what 
“cast of characters” is needed to play roles in the implementation process. The
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following section presents the factors that are perceived by the participants, in 
retrospect, as driving their decision to adopt a CIm tool and the activities that enabled 
this decision.
5.1.2 Why do organisations adopt a CIm tool? What triggers the 
adoption?
In all the cases institutional-push and need-pull factors had a shared responsibility in 
influencing the implementation process. The awareness of these factors (drivers) was 
mediated by the organisational strategic posture and the networking activities and 
industry experience of senior management. The following section presents evidence 
that illustrates the improvement-need and the institutional-push-need of all 
organisations (CaseN and CaseEx) to use the CIm tool, and the competitive 
benchmarking-need that was only identified in the ExCases. Finally, the section 
concludes with the practices that mediated the awareness of these needs.
Drivers: need-pull: reaction to a problem or improvement logic
The CIm tool was seen by all the CaseN and CaseEx respondents as either a reaction 
to the need to improve or as a solution to a performance problem. The following 
quotation illustrates how the senior management of NHotel, during a teambuilding 
exercise, identified the need to improve:
“We did a teambuilding exercise with the senior exec team and we highlighted the 
fact that we had probably reached a flat line, you know we’ve been together 11 years 
most o f us. We’ve been climbing a hill and we got to a flat point and we needed a 
“kick up the ass We needed something to set our sight on so we started climbing 
again, and the boss came across this programme and he went through 
it. ”NHotelCoordinator2007
The following quotation shows another improvement logic need. It shows how the 
NUniCat case used the CIm tool as a medium to enable staff to think differently:
“So I  felt that HA, you know the 10 key steps with your quality Map, showed a good 
business model, where I  could try and re-educate my management team and
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ultimately my staff, into thinking in a different way. ” NUniCat Initiator/co­
coordinator 2007
The improvement and innovation logic was mostly emphasised by the experienced 
users of ExCase. This was also observed by the assessors:
“The organisation’s structured approach to continuously review, improve and 
innovate appears to have been extremely well established at all levels within the 
organisation. Another example o f the success o f this approach has been through the 
significant number o f accolades and awards achieved by the organisation over the 
years, not least o f which being the achievement o f the EFQM Excellence award last 
year. ” Assessor2004
Drivers: Need-pull: Benchmarking need
Only amongst the CaseEx organisations was the need based also on benchmarking 
and improvement logic. Benchmarking is considered in the literature as a critical 
driver that leads a company to improve its performance and a number of studies have 
indicated the importance of benchmarking at the selection stage of the adoption 
process (APQC, 2003; Atkinson, 1994; Bogan and English, 1994; Clegg et ah, 2002; 
Davies and Kocchar, 1999; 2000). Empirical studies of the hospitality industry have 
also emphasised the importance of benchmarking in the strategic planning process 
through encouraging the appreciation of a firm’s relative position (Phillips and 
Appiah-Adu, 1998). Benchmarking in service establishments was also related to the 
use of innovative practices that affect the way work is organised inside firms (Hunter, 
2000) and to occurrence of working collectively during problem solving and problem 
setting (Massa and Testa, 2004). The following quotation provides an example of an 
ExCase that used the tool for internal and external benchmarking purposes:
“But we wanted a framework very much that we could benchmark ourselves 
internally with an internal audit every six months against the standards and then 
externally every 12 months against with an external assessor coming in. ExConfTrain 
Initiator/ Coordinator2007
The CIm tool was perceived by all the CaseEx as a good way to satisfy their 
benchmarking requirements as well. However, one should bear in mind that
167
Chapter Five: Implementing a CIm tool
interviewees tend to post-rationalise their justifications in retrospect. Therefore, one 
should remember that CaseEx participants at the time of the interviews had seven 
years experience of the specific CIm tool (HA) and all of them had experience with 
other tools (e.g. EFQM). Therefore, they may have had enough time to realise not 
only the improvements but also the benchmarking benefits of the tool as well. The 
impact of CIm experience will be further analysed in the following sections.
The following section provides evidence of the shared responsibility of the 
institutional push factors, which drive the need to implement CIm tools.
Drivers: institutional push-driven
The need to resemble industry standards and the pressure of the professional body in 
legitimising that need were elements that emerged as pushing the implementation 
process in all cases. The following quotation illustrates how the need to benchmark, 
along with the institutional push of the organisation that owns the CIm tool, drove the 
decision to implement the CIm tool:
"We were contacted with details about the accreditation by MIA and HCIMA, and 
saw at once what these two organisations were planning to achieve - that is, to allow 
conference centres to benchmark themselves against their competitors (...)We were 
interested in the accreditation because it is an industry-specific standard that would 
further strengthen our company’s credentials within the international meetings 
market”. ExIntConf Facilitator2002
Institutional theory assumes that practitioners will direct their resources to those areas 
whose practices resemble industry standards (DiMaggio and Powel, 1983). As a 
result, the need to adopt a performance measurement framework has increasingly 
become a normal activity within the external organisational community (Francis and 
Holloway, 2007). The innovation and incremental innovation theories suggest that 
“push” and “pull” mechanisms are both involved in stimulating the process, although 
in some circumstances one driver might be perceived as primer to the other. 
DiMaggio and Powel (1983) have also emphasised the often dominant normative 
pressures of institutions, such as professional bodies, in legitimating such practices 
within the firm. From this perspective the search for ‘best practice’ is perceived as a
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reason to become more similar (isomorphism) or/and to legitimise change. The 
following quotation provides evidence of how an NCase organisation was pushed to 
implement the CIm tool as a recognised award:
“Initially the fact that it is a recognised award I  think and that other people would 
recognise it and think: should I  go to Bristol, should I  go to Cardiff, well Bristol has 
this badge it must be good, so I  think that was the initial kind o f thing going for the 
badge. In reality when you actually drill down and look at Hospitality Assured the 
badge is less important than the content I  would say”.NUniAccomCoordinator2007
Also ExStaffCat, as a large public sector company, was institutionally pushed from 
head office to have a standard (initially EFQM and then HA) that would legitimise 
their performance. As a result of using the tool, one senior manager used CIm 
assessment scores as credible evidence that the catering department was improving. 
This is similar to the findings about when firms enter the EFQM award as they seem 
to be pushed to adopt both IS09000 and TQM initiatives (Leseure et al.2004). This 
was the case also in the only organisation in the study (ExIntConf) with seven years 
of EFQM experience, which was also pushed to have a variety of other accreditation 
awards, including Hospitality Assured.
Practices mediating the institutional-push and pull-need mechanisms
The impact of the networking activities and the industry commitment of senior 
management, combined with the strategic orientation of their organisations, were the 
emerging themes that seem to have facilitated the need to implement a CIm tool.
- Mediating practices: networking activities and industry commitment of senior 
management
The decision to adopt a new management practice is influenced by the level at which 
the business communicates, exchanges ideas, identifies opportunities and acquires 
external information through networking. The relation between the networking 
behaviour of firms and their innovative capacity was also supported by Pittaway et 
al.’s (2004) review. Underdown and Srinivas (2002:278) in their study based on 
manufacturing found networking to be one of the most successful strategies 
facilitating operational transformations. Partnership and networking were found to be
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the key elements of best practice in SMEs in the UK hospitality sector (Bowen et ah 
2003). In this research, in the majority of cases senior managers’ affiliation with the 
professional body which owns the CIm tool played an important role in its adoption. 
For example, in all cases the awareness of the tool came from the 
initiators/coordinators’ networking activities, such as links with professional industry 
bodies, visiting other sites, attending industry conferences and reading industry 
magazines. In addition, all the initiators and coordinators have substantial industry 
experience. The industry commitment of the participants involved in these key 
leadership functions was one of the dominant factors that facilitated the need to adopt 
the specific CIm tool. Illustrative examples from the data are as follows:
“I  looked at a model that could be done like that, because I  am a Fellow o f the 
HCIMA, so I  was aware o f the HA but I  hadn ’t got into it in any way and we decided 
to adopt and adapt that model to suit the way I  wanted to do it” NHotel Initiator2007
“Membership o f industry associations such as the HCIMA, with the General Manager 
also being a Fellow, is seen as making a valuable contribution to benchmarking 
activity. ” Assessment report o f NHotel 2006
The need to adopt a performance measurement framework has increasingly become a 
normal activity (Francis and Holloway, 2007). However, the awareness of that need 
and the decision to adopt such a management practice may not only be led by 
institutional, rational forces as the mainstream product or technology innovation 
literature has suggested, but may be the outcome of a more natural process (Leseure et 
al. 2004: 31). The following evidence shows how a visit to a competitor’s 
organisation led the NUniAccom to adopt the tool:
“Our conference manager went up to Edinburgh University I  think to find out about 
the way people are doing things up there, and I  think that’s how we got involved, a 
couple o f people went out to see. ” NUniAccom Coordinator2007
Having identified networking as an important mediator in the identification of 
opportunities and the exchange of ideas, the following section identifies from the data
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the importance of competitive orientation in mediating the implementation of 
proactive practices such as CIm tools.
Mediating Practice: organisational strategic posture
Strategic posture has been defined as the firm’s overall competitive orientation 
(Covin and Slevin, 1988:218; 1989). The data illustrated that the extent to which the 
firm competes influences the drive towards the adoption of new management 
practices. For example, the assessor that interviewed a number of employees in 
NConCat commented that important decisions come out of these strategic meetings:
“Each year, the directors hold a strategic review meeting that is mentored by an 
external consultant. The purpose o f this review is to examine the progress that has 
been made and to plot the course for the future. The customer service promise for 
customers and team members was generated out o f the 2004 strategic review. ” 
Assessor2005
The literature also confirms that high performers tend to be entrepreneurial in their 
management practices and pursue proactive strategies (Covin, 1991; Kotey, 2005). 
One reason that could justify these findings is that entrepreneurial firms undergo 
more thorough analysis of the marketplace and the competition, in order to reach the 
decision as to where they will be positioned so as to reach competitive advantage. 
Such debates may be supported through the use of “structured methods of strategic 
planning” (Gibbons et al., 2005: 181) in order to convince the stake- or shareholders. 
For example, ExIntConf is the only organisation in the study that competes in an 
international environment and is also the highest performer in the use of the study’s 
CIm tool. It is also a characteristic example of a company that proactively adopts 
CIm tools, since it is independently assessed by seven standards as a strategy linked 
with profit:
“I f  you run a conference centre in an efficient manner you will have a profit, since 
2003, almost four years now we are receiving profit, we are having a profit, because 
i f  you have the standards, Hospitality Assured, Business Excellence, ISO 14001, 
ISO9001, The Business Excellence Model, The Green Tourism Business Scheme,
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Investors in People, Excellence Through People, i f  you have these standards you can 
have a profit”. ExIntCentCoordinator2007
Another example of a case that is a high performer in the use of the CIm tool and that 
links constant re-assessment with national and international competitiveness was 
ExConfTrain:
“We also feel that we want to be the best in the UK, and now we want to be world 
class, and the only way to be world class is to never be happy, to constantly re-assess, 
to constantly measure. And not re-invent the wheel, but just assess the process to see 
i f  it can be even better again and that’s all about research, is about honesty and is 
about allocating the right resources to do it all the time. ” ExConfTrain 
Facilitator2007
On the other hand the lack of international competition led ExStaffCat to abandon the 
' use of EFQM and adopt a national industry specific tool instead:
“The EFQM to a degree is almost like an international award. I  don’t know whether 
or not it is worth putting in that amount o f effort and time for an award which I  am 
not sure i f  we can sustain. We are not going to be the catering department in that 
international league, we are very good, but do we really need the EFQM for our 
business, the answer is no. ” ExStaffCat Facilitator2007
Having identified organisational strategic posture as a means of mediating the 
implementation of proactive practices, the next section links the strategic posture of 
senior management with the implementation of change initiatives.
Mediating Practice: strategic posture of key practitioners
In the literature, an entrepreneurial style has been defined as the extent to which top 
managers are inclined to take business-related risks, to favour change and innovation 
and to compete aggressively with other firms (i.e. being proactive) (Covin and Slevin, 
1988:218; 1989). Previous research findings also imply a close link between the 
personal goals of managers, their management practices, and performance of their 
firms. In small firms business goals usually reflect the personal goals of the
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owners/managers and thus their selected strategies to realise these goals influence the 
performance of their firms (Keats et al., 1988; Kotey, 2005). These elements were 
also found in the majority of the initiators/co-coordinators’ perception as to why they 
initiated the implementation process and how they linked this with their personal 
goals and strategy intentions. For example, in the following quotation the Director 
from ExConTrain explains how she was always keen on implementing changes:
“So the whole method o f control and improvement o f quality was something I  have 
always felt passionately about.... to implement towards CIm, best practice and aiming 
at people’s goals with the business goals and objectives. So I  was always in the 
middle o f these initiatives and I  always enjoyed that. My boss gave me the opportunity 
to spear-head these changes and that’s why I  stayed there so long because I  had so 
much scope to learn and to implement change.” ExConfTrain 
Initiator/Coordinator2007
The evidence from the literature suggests that the intention to grow and initiate 
change are attributes of entrepreneurial behaviour (Sadler-Smith et al., 2003). 
Consequently the decision to introduce a new practice, and the way this practice will 
be adopted, may also be influenced by the owner’s entrepreneurial management style, 
especially in SMEs. This is also consistent with the study of Bowen et al. (2003) and 
Jones et al. (2004), who attempted to identify best practice in hospitality, tourism and 
leisure SMEs and concluded that the owner/manager philosophy is influential in terms 
of the company’s response to its operating environment. The following evidence 
illustrates how the implementation of the CIm tool, as a method of control and 
improvement of quality, was one of the mechanisms that the new Director of Catering 
used to implement change:
“It was stated by a number o f team members who were interviewed, that the Director 
o f Catering appears committed to changing the perception o f HCS and the services 
that it offers within the University. ” Assessment report o f NUniCat 2005
This section identified the drivers (institutional-push and pull-need driven factors) and 
the mediated practices (networking activities and strategic posture of industry 
experienced senior management and organisation strategic posture) that influenced
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the need and the awareness of the need to implement change through the use of a CIm 
tool. The next section proceeds to the identification of the key enablers of the 
implementation process of a CIm tool.
5.1.5 How was the implementation process facilitated?
The dominant factors that emerged as facilitating the implementation process were the
“collective practices”, the “leadership functions” and the “attributes of the tool itself’. 
The level of involvement in these collective practices seems to be influenced by the 
“prior relevant knowledge with CIm tools” and the “industry related experience”. The 
leadership functions and their relation with practitioners with industry commitment 
have already been presented in previous section related to the identified roles. The 
collective practices and perceived tool attributes are new emergent factors that were 
added into the review of literature while analysing the data.
(
Mediating practices: collective practices
Collective practices were a dominant theme emerging in CaseN and CaseEx as 
facilitating the implementation process of CIm tool, as follows:
1. translating the benefits;
2. diffusing responsibilities;
3. working towards improving standards;
4. assessing CIm;
5. communicating changes;
6. improving the tool itself.
The last collective practice (N.6) emerged only in the ExCase. The following section 
provides details of evidence of these collective practices:
■ Translating the implementation benefits
According to the literature on the transfer of best practices (e.g. O’Dell et al. 1998), 
translating the benefits of any organisational change encourages the recipient users to 
truly embrace and engage actively to the implementation. In this study this was 
evident through the efforts of initiators, coordinators and facilitators. These actors 
were setting up workshops with HA consultants, engaging employees to participate in 
self assessment exercises and dedicating internal meetings to the evaluation of the
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tool’s requirements and the implementation benefits accessible and approachable to 
the wider workforce. Appendix XII and Table 5.2 shows evidence of how the Human 
Resource Manager of NConCat prepared specific documents for introducing the CIm 
tool to the staff. The HR manager made efforts to relate every aspect of the tool’s 
requirements to the specific organisational operations.
Table 5.2: Customised interpretation of the 10 steps in the quality map of the CIm tool
KEY STEP BRIEF DESCRIPTION
1 Customer Research The methods used to determine target customers and then- 
ongoing needs, competitor activity and market demands
2 The Customer 
Promise
What the organisation wishes the customer to experience and be 
judged against, and how effectively this is communicated
3 Business Planning Objectives for financial, marketing and operational achievement 
in meeting customer needs and business goals
4 Operational Planning The planning processes that ensure that all the critical stages in 
an operation have been identified and can be implemented
5 Standards of 
Performance
The established procedures which underpin the service plan and 
ensure that the customer promise is met.
6 Resources 
(People, equipment, 
facilities)
All the resources that are required to deliver customer service 
standards are identified and provided
7 Training and 
Development
Training and development activities that ensure people are 
capable of delivering the service standards that meet the 
customer promise
8 Service Delivery The way of checking that the service promised to the customer is 
consistently delivered and customers’ perceptions and views on 
the quality of the service ascertained
9 Service Recovery How customer service problems are identified and corrected to 
prevent recurrence
10 Customer
Satisfaction
Improvement
How the need for customer service improvement is recognized 
and met
Source: Human Resource Management department of NConCat
The following quotation is an example of how a coordinator tried to also explain the 
benefits of implementation:
“ ...this is what we are going to do, it is not a horrendous thing, is all part o f your 
daily job, please don’t think it is a lot o f extra work, this is what the benefits at the 
end will be, it will make us work better, it will best for our customers, bla, bla, bla ” 
NUniAccomCoordinator2007
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■ Diffusing responsibility
The first section of this chapter identified how the distribution of tasks was achieved 
through the diffusion of responsibility (e.g. coordinators, facilitators). The following 
quotation is an illustrative example from an assessment report of the practice of 
filtering the implementation responsibility to different departments and keeping 
people involved:
“It was noted that the Hospitality Assured process had been affected through the 
leadership o f the Executive Chef and a number o f departmental steering committees. ” 
Assessment report ofNHotel2006
The identification of leadership roles is a crucial indicator of the practice of diffusing 
responsibility; a practice more evident in ExCase. More empirical and literature 
based-evidence of this practice was illustrated in section 5.1.1.
■ Working towards improving the standards
It was also evident from the participants’ perceptions that the ten standards of the CIm 
tool were used as a template during meetings for reflecting upon past actions and for 
preparing further improvements. Figure 5.1 illustrates a message that was written on 
the whiteboard of a meeting room in ExIntConf. The researcher had the opportunity to 
observe a meeting concerned with the adoption of an environmentally friendly 
practice. The participants used the Radar Logic Enablers in order to evaluate how the 
approach would be implemented, its effectiveness and its learning experience. The 
researcher was also informed that the same Radar Logic approach was used every 
time the organisation introduced new practices, such as CIm tools.
Figure 5.1: Illustrated message on the whiteboard of a meeting room
Radar Logic Enablers
• Description of the approach (provide relevant information)
• How the approach is implemented (give examples, systems)
• How the approach is evaluated? Review? (describe the effectiveness)
176
Chapter Five: Implementing a CIm tool
Other practices such as action plans, workshops, procedures meetings, customer 
feedback were also used as mediums to work collectively towards improving the ten 
standards of the CIm tool. This was also confirmed by the assessors that 
acknowledged the importance of these practices (NAccomConf): “Regular team 
meetings are held in all areas. These have been supplemented by occasional away- 
days and benchmarking visits, for example by housekeeping and 
marketing/conference coordination teams. ”Assessor2006
The following quotation shows how for every standard the organisation prepared ten 
action points:
“Yes there was a lot o f hard work, a lot o f workshops, yes because o f the 10 
standards, and with every one standard there would be 10 action points which we 
were trying to implement those action points and also organise events. And I  think it 
wa? A W  ap W /  Aecazwe we were /yy/Mg fo rzm f&e Wme&p W jw w  Aave 6%%/ 
and you try to put in a lot o f hard work. ” ExIntConf Follower2007
The improvement of standards through training, meetings, documentation and 
checklists was also acknowledged by the assessors (ExConfTrain): “The organisation 
has developed and maintains a system o f documented procedures and standards, 
which explain the processes adopted to enable the service promise to be delivered to 
the Clients and Customers. The promise and supporting procedures are 
communicated through a process o f induction and skill training, as well as during 
team meetings and event briefings. Procedures and standards o f performance are in 
use in all areas augmented by checklists and pictorial standards. ” Assessor2004
Various staff and departmental meetings are used as opportunities for staff to share 
experiences and views. For example, the researcher during three of the meetings she 
attended saw evidence that suggested ideas by the staff were put forward and were 
actively considered and implemented where appropriate. These included composting 
systems and a new cloakroom in NConfAccom, a new complaint log book in NHotel 
and a new management practice for reducing the footprint of each conference in the 
ExIntConf meetings.
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■ Assessing CIm
There was evidence illustrating the use of tools in monitoring and controlling 
improvement activities. The organisations also had monthly meetings and workshops 
to keep everything on track. These meetings and records were more regular and 
structured in the ExCases. The following quotation is taken from an assessment report 
and indicates how the use of records during strategy meetings ensures that objectives 
are reviewed and communicated:
“The structure o f the departmental and management meetings coupled with the 
quarterly strategy meetings has proven in the past that priorities can be set and 
achieved. Records seen o f meetings in 2002 show that there is regular review o f 
objectives and activity through all areas. Communication also appears very traceable 
through all areas to help achieve objectives and make pertinent changes as 
required”. Assessment report o f ExConfTrain 2003
However, this was a learning process which was improvised over the years, and thus 
more structured in the ExCases:
“We have monthly meetings to keep everything on track so that we know when we are 
out, we know areas we need to focus on, I  think that has helped but that has been a 
learning process that we have developed over the years. ” ExConfTrain ”. 
Facilitator2007
NCase and ExCase organisations had introduced specific records, documents, in- 
house assessments and regular checks in order to assess CIm in their daily operations. 
The facilitation of this process through these mediums was also confirmed by the 
assessors (ExConfTrain): “Visits to competitive venues are conducted by staff at all 
levels as part o f the process o f establishing best practice. These visits generate 
suggestions for improvement from staff, all o f which are discussed in staff meetings 
for feasibility. The management team also carries out an annual strategic review in a 
competitor’s venue. ” Assessor2005
Table 5.3 is an example of a document that summarises the tools that the unit 
managers of NConCat had to have on display.
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Table 5.3: Example of tools and documents assessing CIm
I On Display
• Currently updated IN4mation board
• 2 x Customer Promise
• Employer Insurance
• Health & Safety & Food Safety Policy
• Essentials of Food Safety & Health &
! Safety
• Cleaning schedules
• Day Diaries (by till)
• Customer comment cards
• Completed 365 calendar
• Fundamentals
Easily Accessible
• Completed customer service journeys
• Snapshots
• ALL Manuals
• Budget Pack
• FISH Fun bag & ‘Licences to play’
• Recipe costing cards
• Accident book
Personnel Files
• Induction checklist
• References
• Job descriptions & job specs
• Up to date training record card (signed )
• Completed Job chat cards for all staff
• Copies of certificates
Due Diligence
• Delivery checks
• Fridge & freezer temps
• Cooking & cooling temps
• Temp induction pack
• Maintenance log
• COSHH data sheets
• Risk assessments
Source: Human Resource Management Records of NConCat
Regular team meetings are held in all areas. These have been supplemented by 
occasional away-days and benchmarking visits, for example by housekeeping and 
marketing/conference coordination teams.
■ Listening to staff and communicating changes
The participants emphasised how the practice of listening to staff and communicating 
changes in procedures and objectives (through meetings, use of intranet, staff notice 
boards, internal magazines or Head of Departments) are beneficial to the transfer of 
change. The literature also confirms that the existence of a personal tie, credible and 
strong enough to justify listening to or helping each other can be beneficial to the 
knowledge transfer (Szulanski, 1994). The importance of a good listening 
environment is evident in all cases (CaseA, CaseEx and CaseN). For example, the 
Support Services Manager of CaseA emphasised the following:
It is empathy with people... it’s also about the way you communicate, it’s about 
good listening skills and it’s about caring for the staff you are working 
with... ”(Support Services Manager, March 2006 CaseA
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When listening environments are strong, employees have a shared vision of the 
organisation’s mission and of what quality service means. Employees can then feel 
free to seek out as well as share information that helps them to adjust to new work 
environments and job responsibilities. Creating strong listening environments can 
decrease absenteeism and turnover which are common in the hospitality industry 
(Brownell, 1994; Green, Adam, & Ebert, 1985b). For example, a facilitator expresses 
her appreciation of how motivating it is for your ideas to be listened to:
“One o f the beauties o f being here is that you know that you could put ideas forward 
and they be listened to for making improvements and things like that, so I  think that’s 
really good, is quite motivating that you are given that forum in order to do that... ” 
ExIntfConf Facilitator2007
These collective practises appear to enhance the communication and the listening 
skills of all the organisations. They all met regularly to talk about ways to improve, 
reflect and learn as a result of a collective effort. For example, the NUniAccom 
coordinator explained how information is transferred to the wider workforce:
“I  have two meetings with my managers on a weekly basis. I  try to stay away from 
labelling it “Hospitality Assured”. But elements o f the Hospitality Assured circle and 
ten steps are included within those meetings, at different times o f the year, so different 
things at different times o f the year. So it becomes a part o f what we do, so is not a 
separate thing, is part o f what we do anyway. So that is included in our managers 
meeting and then that is cascaded down to their team meetings. So every week 
somebody is talking about it”. NUniAccom Coordinator2007
The importance of a good listening environment is also supported by the assessors’ 
comments following interviews with a number of customers and employees in 
NConCat:
“A key feature o f the success o f the company is the close relationship that it develops 
with its clients and customers. All the directors visit the units on a regular basis to 
meet clients, customers and team members. A number o f team members commented 
that the directors often ask them for their suggestions... ” Assessor2005
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The consistency of this culture is also evident in the next years’ assessment as 
indicated from the 2006 and 2007 assessment reports:
“Several staff stated that they are not afraid to ring any Director to ask for help. They 
also said that they would get an immediate response. ” Assessor2006
“The policy o f Directors and Area Business Managers maintaining close contact with 
clients remains a key business objective, and this appears to be operating well 
through monthly client meetings despite the growth in size o f the 
organisation. ”Assessor2007
Building the future together, the development of teamwork and organisational 
learning, and cooperative setting of missions and strategies were also found to be 
important cultural dimensions at improving organisational performance in small and 
medium hospitality firms in the UK (e.g. Kyriakidou and Gore, 2005). Another study 
in the service sector (Massa and Testa, 2004) concluded that while using 
benchmarking tools, unspoken needs and demands might be discovered during 
collective activities of problem solving and problem setting. The following is another 
example of how a Follower appreciates the communication process:
“I  think it is communicated really well, I  mean we have awareness workshops, we 
also have leadership master classes, so because we are in that frame o f mind 
generally as an organisation, when something like that comes in to the organisation 
there is always an awareness o f it and is always an introduction and there is always 
feedback through various meetings, team meetings, leadership master classes and so 
on. ExIntConf Follower2007
■ Structured reflection on improvement
Structured CIm has been reported by Bessant et al. (2001:73) to be a critical stage in 
the CIm capability model. According to the five-stage CIm capability model, 
structured CIm is positioned at the second stage. The second stage is reached when 
there are formal attempts to create and sustain CIm, when the formal problem-solving 
process is used and supported by basic CIm tools and when CIm is often parallel to 
operations. This was starting to become evident in the NCases as they were getting
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into the habit of using the assessment reports and other CIm tools to reflect back and 
work towards improvements. However, this was more evident in the ExCases as they 
had been assessed seven times. The following examples illustrate how ExStaffCat was 
also using an external consultant to assist them with their action plan and how 
ExIntConf appreciated the value of the quantitative and qualitative feedback, provided 
formally through the assessment reports:
“I  actually pay for the debrief so I  get the assessors along here after the assessment 
and we go through the report and we discuss things and from that we can draw an 
action plan which we will then put into our objectives, so anything that comes out o f  
that we will put in our objectives for next year”. ExStaffCat Coordinator2007
“Because it is only during assessment that you can measure. We like to measure here 
in this organisation, we enjoy measuring. Numbers yes, here they give you numbers, 
you see? (he shows me the assessment report). They also give you qualitative 
feedback which is descriptive. ” ExIntConf Coordinator! 007
The structured approach towards improvement was also observed by the assessors 
(ExConTrain): “Various methods are used to measure that the service is delivered. 
The most frequently used method is by using checklists against the requirements o f 
procedures and function sheets. These checks are conducted in all operational areas, 
usually by Supervisors, Departmental or Duty Managers. Regulatory checks are sub­
contracted to effect an unbiased assessment. In addition, an important measure is 
how satisfied the customer is with the service delivery. ” Assessor2004
The HA standards were also used in two of the meetings that the researcher attended. 
For example, in the ExConfTrain the initiator used the ten standards as a structure to 
inform her senior team of the recorded improvement in these areas. In another case 
(NAccomConf) the initiator used the standards to show to the team members the 
organisation’s weaknesses.
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■ Improving the tool itself through communication
The following behaviour was identified only in the CaseEx. CaseEx organisations 
were collaborating with the professional body that owned the CIm tool by offering 
suggestions through forums, regular meetings or participating in pilots when the tool 
itself was updated. For example, ExStafCat had accepted a request from the 
professional body to adopt the new updated criteria in order to give their feedback 
and suggestions:
“Next year's submission pack will be up to scratch totally. That is the main difficulty: 
the change within and the submission. Only a few have done this new submission, we 
were among the five that piloted it, but the Director took the decision that it was 
worthwhile. ” ExStaffCat Follower2007
The practice of participating in activities not only to improve the organisation but the 
CIm tool itself, might relate to the strategic stage of CIm capability in the Bessant et 
al. (2001:73). At this stage, learning takes place and is captured at all levels and 
across organisational boundaries. This behaviour is strongly evident in the ExIntConf 
case, the highest performing organisation in the CIm tool:
“We make sure we are part o f improving the standard. That’s why we have regular 
meetings with Institute o f Hospitality and Hospitality Assured so that we can voice 
what we observe, what we see in the standard, so it is an evolving standard. It 
improves continuously, regularly because the members are doing the inputting, all the 
issues to make it work”. ExIntConf Coordinator2007
The researcher took part on an executive forum between the HA users, assessors and 
potential HA users. During the forum, the researcher presented her research findings; 
the HA users and assessors confirmed the outcome of her study by repeating in their 
presentations the benefits, barriers and enablers of the implementation process.
The literature review on CIm implementation outlines how collective behaviours of 
involving the wider workforce, learning and unlearning of routines, making small and 
frequent changes, systematic focus on displaying and measuring, and formalising tacit 
knowledge and enhancing structured reflection facilitate the development of Cl
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capability. These kind of behavioural patterns are gradually being embedded in the 
culture and become “the way we do things” (Caffyn and Bessant, 1994; Bessant, 
2000). These routines, according to Bessant and Caffyn, (1997) are constantly being 
shaped and reconfigured to fit each organisational environment. As noted earlier, 
these collective practices were more intensive in the ExCase - in other words, in the 
organisations that had experience in using the CIm tool. The following section will 
elaborate more on how this CIm experience moderated the implementation process.
Moderating factor: prior relevant knowledge with CIm tools
Studies on TQM programmes (Dale, 1999:369) concluded that between eight and ten 
years may be required to embed TQM principles, practices, systems, attitudes, values 
and culture, reinforcing the view that implementation and institutionalisation can be 
as problematic. Dale (1999:87) categorised organisations according to their TQM 
implementation level and labelled these: uncommitted, drifters and tool pushers. In 
this study the ExCases had seven years’ familiarity with Hospitality Assured and that 
experience influenced the implementation process. For example, a facilitator from 
ExStaffCat illustrated how their understanding of the tool (HA) had been enhanced 
over the years by the same team working on the implementation:
“I  think they use Hospitality Assured because to us it is familiar, we understand it; we 
know what the standards and marks are across the industry. We know it and we have 
been able to have a similar team working on the process each and every year. ” 
ExStaffCat Facilitator2007
In addition, the majority of ExCase (ExStaffCat and ExIntConf) subjects have related 
knowledge about EFQM. In ExConfTrain the initiator had relevant CIm experience. 
The coordinator from ExIntConf emphasised how the familiarity with previous CIm 
models (e.g. EFQM) helped facilitate the integration of the new CIm tool into the 
existing organisational standards:
“Our existing standards allow us to fit in to what we are doing, we already had 
EFQM before Hospitality Assured, in other words we just continue, I  don’t have to go 
out there: “ oh by the way we have Hospitality Assured, we are going to be assessed”
I  don’t do that. They continue working, this is not going to interrupt, disturb the
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operation because there is Hospitality Assured. In other words the standards are 
within the individual and it exists within the culture. ” ExIntConf Coordinator2007
On the other hand, the majority of NCase had no experience with CIm tools and had 
limited experience in codifying organisational knowledge. For example, they had to 
put in place recorded systems for the complaints or the customer feedback as well as 
the necessary documents that could monitor and update their key processes, in order 
to prepare for the assessment. As the majority of the NCase participants suggested:
"OfW drÿzcw/fz&y were geffmg Wze» yow fg# a
member o f staff what they normally have to do every day and then when you tell them 
that they have to record it as well they tend to see it as extra work. We were preparing 
18 months, we were assessed in December 2006 but we did not achieve it because o f 
keeping records really and documentation, although people were doing it in practice, 
we did not have the documents to back it up. It was hard to keep the documents on top 
o f things, monitoring each step. ” NUniCat Coordinator
Rijnders (2002), in his empirical study, identified four types of CIm implementation 
processes that were labelled according to the way organisations implement CIm 
process: “exercisers”, “sprinters”, “novices” and “stayers”. According to Rijnders’s 
CIm implementation category (2002:148-149), the NCase could be labelled as 
novices “where the implementation process is less steady and intensive, have little 
experience in implementing contemporary CIm”. Likewise, ExIntConf and 
ExConfTrain could be labelled as sprinters “where CIm implementation is done with 
considerable attention both to training and to stimulating CIm in the normal work, 
they implement several specific programmes in sequence”. In particular, ExIntConf 
could be an exemplar organisation of sprinters in terms of using CIm tools, since they 
are independently assessed by seven standards of quality: Hospitality Assured, 
Excellence Through People, Green Tourism Business Scheme, EFQM, ISO’s 9001 
and 14001, and Investors in People. ExStaffCat may be categorised as a “stayer” 
“where they show a basic continuity in the CIm implementation, however, there are 
slow periods o f implementation process ”.
185
Chapter Five: Implementing a CIm tool
Moderating factor: high levels of involvement
The level of involvement was identified as a crucial factor for the sustainability of 
these collective practices in all cases. For example, in CaseA there was a great 
emphasis on people’s involvement in improving the service quality and in 
understanding the implementation benefits of a new policy:
“So the best practice that you are talking about has to be when that is firmly 
understood, it has to be when the schools are engaged in delivering that education as 
well as the school meal...is about communication, is about awareness, and is about 
ownership in the decision... "Local Authority Catering Manager Interview, Dec 2005 
CaseA
It was identified that in CaseEx these collective practices were much more intensive 
and embedded into the culture because they had realised the importance of having 
more people actively involved:
“Everybody is invited, so we could have kitchen porters, through to Chief Exec, 
through to everybody can come along... it is everybody who is involved really and 
also involved in agreeing policies, procedures and things like that. We thoroughly 
believe that i f  people are involved in it they have more buy-in to it, they believe in it”. 
ExIntConf Follower2007
The importance of the employees supporting the implementation was also observed 
by the assessors. For example one assessor in NConCat wrote in the assessment 
report: “The overall findings indicated a practical approach to establishing 
compliance with the Hospitality Assured Standard which was reinforced through an 
enthusiastic team. ” Assessor2005
On the other hand, in CaseN there were problems in the level of involvement, since 
in the majority the responsibility for implementation was the task of one or two 
people. Quoting a coordinator from NCase:
“In the initial stages when it was introduced I  did it just with another person. 
Whereas in reality it should have been everybody and is only now we are going
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through this a second time around that I  have been able to involve more people, more 
people that should have been involved in the first place. I  think Hospitality Assured is 
something that everybody should be involved in ” NUniAccomCoordinator2007
The researcher had also the opportunity to see how organisations communicate and 
involve people during the weekly and daily meetings she attended. It was observed 
that during these meetings there was wide staff participation from different levels. 
The daily meeting were specifically operationally focused for any last minute updates 
and changes. The majority of the employees at the daily meeting were just listening 
and taking notes of the changes. However, the weekly meetings involved the 
participation of the CEOs, GM and HR representatives. These meetings were mostly 
focused on suggestions for improvements and forward planning. During these weekly 
meetings, the researcher observed that every staff member was given the time and 
opportunity to speak and offer suggestions for improvement.
This emerging theme is also supported by the literature. A major study in the U.S. 
lodging industry (Dubé et al. 1999) investigated best practices and processes that had 
proven successful for particular lodging companies. The study concluded that 
employee involvement was one of the keys to successful implementation of functional 
and overall good practice. Another study acknowledged that employee involvement 
was crucial to the achievement of customer satisfaction (Bowen et al. 2003; Hwang 
and Lockwood, 2006). In addition, CIm implementation as it has already been 
identified in the literature is often the result of a company-wide process. Research has 
found that it requires constant interaction and high-involvement from the 
organisational community (Bessant, 2003).
The involvement of key individuals and teams contributes significantly to the 
successful implementation of the practice (Boer et al. 2000). For example, the initiator 
has the role of starting activities, generating discussions and encouraging 
participation, while the facilitator has the important role of encouraging interaction 
and reflection (Caffyn, 1997). The involvement of senior management is an important 
factor in the legitimisation of any new change and therefore the active involvement of 
more people. The following section outlines the importance of senior management to 
the higher involvement of the wider workforce.
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Moderating factor: senior management support
Research (Dubé et al. 1999) shows that senior management commitment is key to 
successful implementation of functional good practice. Senior management support 
also emerged as one of the enabling factors for people to get involved in the 
implementation process. Senior managers were the initiators and coordinators of the 
process whose role enabled the strong legitimisation of the practice among the other 
followers:
“The Chief Executive is the one driving the standards to be in place. You’ve met him 
yesterday, he is the one driving it, in other words there is commitment on the top in 
terms o f quality, and in terms o f business excellence so that commitment is cascaded 
to everyone and everyone understands their role in terms o f achieving Business 
Excellence”. ExIntConf Coordinator! 007
The role of managers in setting and achieving standards, and involving the staff into 
that process, has been suggested in the hospitality context ( e.g. Bowen et al. 2003) to 
be a major factor affecting how others will perceive and embrace the practice. 
According to the APQC (2004) study, senior leadership involvement plays a 
significant role in the internal transfer of best practices in defining transfer structure, 
roles and resources. The importance of senior management support was also 
confirmed from the assessors (ExConfTrain): “As stated by other staff interviewed, 
the management team lead by example and are often involved in the process o f 
implementing short notice changes. ,,Assessor2005
Overall, their role is considered vital in coordinating the efforts of adopters and by 
stimulating the diffusion through providing knowledge about how to operate the 
innovation. Senior leadership involvement has been suggested as critical to the 
legitimisation of the adoption and this also emerged in this study as an important 
element. This can be seen here, where the fact that the tool was being supported from 
top management gave it kudos in the eyes of others:
“ ...because this programme was being supported from above it gave a little bit more 
kudos when somebody started saying that: “oh the Hospitality team have identified
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f W  w e  A a v e  à  f /z o r r o g g  m  r/zz^ n g A f  / g r ^  g g f  r/zgzzz o r ^ g r g ^ /"  j o  g y g ^ o ^ y  g / z z W g g d
the programme... ”NHotel coordinator 2007
However, when the co-ordination of the implementation process is centralised at 
senior management level then that may be damaging. For example, the initiator in 
NUniCat decided to lead and coordinate the whole process himself 
(initiator/coordinator). This appeared to be one of the reasons why implementation 
could not be sustained:
“They also saw me as the boss and they were doing it because I  was driving it, they 
weren’t doing it because they believed in it. ” NUniCat Initiator/Coordinator! 007
Moderating factors: training and staff development
Research to understand what prevents the transfer of best practices across a company 
(Szulanski, 1996) suggests that knowledge related barriers clearly dominate 
motivation-related barriers. In other words, it is not that the organisations do not want 
to learn but that they do not know how. In addition, research also demonstrates that 
Human Resource Management has a significant effect on CIm behaviour and 
company performance, especially when companies align their CIm activities with 
their strategic objectives and use systems, procedures and processes to measure the 
results of their CIm activities (Jorgensen et al. 2007). In this study, another theme that 
emerged was how the training and the personal development of the organisational 
members enabled them to be more positive, experienced and thus receptive to change.
A number of participants expressed their satisfaction about the way the organisation 
helped them to develop professionally and personally. This was more evident in small 
organisations (ExConfTrain, ExIntConf) and large ones (NConCat, NHotel) that had 
Human Resource and learning development departments. One Learning Development 
Manager saw the importance of the training budget and its relationship to them being 
a learning organisation:
“We are a learning organisation in our culture, we have to learn because that’s how 
we grow, and we take that principle. I t ’s very simple but is actually very logical, and 
that’s how we are here, so the training budget will always be the first budget, and i f  
w e  a r e  e v e r  g o z z z g  f o  /z a v e  azzy czzfj f/ze  fraz/zzzz# 6w a & g f W /  f/ze  W  azze, W a w a g
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our Chief Executive is very open to our policy, is very keen on learning and 
development.” ExIntConf Facilitator2007
Another HR Manager explained how they tried to integrate training objectives into 
business strategy:
“I  report to the Strategy Board and there is more o f a link between what I  am trying 
to achieve with HR and Training strategies to the Business Strategy. ”NConCat 
Coordinator2007
The following table illustrates how training and development is integrated into the 
Hospitality Assured process. This is taken from the documents that the HR manager 
prepared for staff in relation to Hospitality Assured:
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Table 5.4: Example of unit managers’ responsibilities and training focus for achieving 
Hospitality Assured________ ____________________________ _____________________
WHAT HOW WHEN EVIDENCE
STAGE 1 INDUCTION
TRAINING
1.Induction checklist
2.Walkabout
3.Customer promise
4. Job chat
1st week of 
employment
• Personnel File in 
place
• Signed on training 
record card
STAGE 2 JOB DESCRIPTION 1 .Company job description 
2.Personalised job spec.
1st week 
Of
employment
• Signed on 
training card
• Copy to 
employee
• Copy to HO & 
File
STAGE 3 TRAINING
PACKAGES
1.Food Safety Awareness pack
2.Knife Drill & dangerous 
machinery
3.Health & Safety (from 
manual)
4.Fish!
^.Foundation cert in Food 
hygiene
ô.Basic cert in H&S
Within first 3 
months
(H&S cert 
within 6 
months)
• Signed on 
training record 
card
STAGE 4 COMMUNICATION
PACKAGES
l.IN4mation board (inc. 
current memos)
2. State of the Nation
Weekly
updates
Quarterly
• Info on display
STAGE 5 COMMUNICATION 1 .Notices on IN4mation board 
2. Team briefings
On receipt of
info
Daily
• Memos on board
• Day diary 
recordings
STAGE 6 PERFORMANCE
REVIEW
1. Face to face reviews 
:Job chats
2. Learn Purple review 
for manager
Bi annually • Cards in 
personnel file
• Development 
plan produced
STAGE 7 TRAINING Attend all training & area 
meetings
As agreed • Keep own 
training record up 
to date
• Keep unit 
training plan up 
to date
Source: NHotel Human Resource Management archival documents
Strategic workforce management was also identified as one of the core capabilities of 
hospitality SMEs in the achievement of high performance (Bowen et al.2004). The 
evidence here illustrates that those organisations in the study that invest in training 
and development benefit from the received empowerment.
Moderating factors: perceived tool attributes
Through the data analysis, another important factor emerged that was not identified in 
the initial review of the literature on best practice adoption but was found in the
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literature on innovation adoption (e.g. Rogers, 1983). The innovation literature shows 
that the qualities that individuals assign to an innovation (Adams, 2003) influence the 
adoption process. In this study some of the emergent perceived tool attributes were:
1. compatibility;
2. adaptability;
3. relative advantage;
4. divisibility.
- Compatibility
In the innovation literature, “compatibility” has been described as the degree 
to which an innovation is perceived as consistent with the existing values, past 
experiences and needs of potential adopters, and is positively related to rates 
of adoption (Rogers, 1983). The CIm tool was selected because of its potential 
compatibility with the existing values of the hospitality industry. For example, 
in ExIntConf the CIm tool was used because it matched to the existing EFQM 
values of the organisation:
"We also felt that the accreditation matched what we have been doing for some time 
at the company - that is, implementing the European Business Quality Model to 
maximise business results, standards, service and consistency for our clients. ” 
ExIntConfFacilitator2002
In all the cases, the CIm tool was chosen simply because it was based on the 
customer-driven values of the hospitality industry:
“I  decided to go for the Hospitality Assured because it was based not only on people 
management, people performance and training and development, but it was also 
driven by customer feedback and the customer experience ” NConfTrain 
Initiator/Coordinator
The compatibility of HA as a CIm tool specifically adapted for the hospitality 
industry was suggested as a critical reason for its implementation in all cases:
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"We shall use it to promote the centre as a place which has achieved the meetings 
industry standard. One o f the reasons we went for it was that it was industry-specific ” 
ExIntConftInitiator2002
In addition, “adaptability” has been defined as the extent to which the innovation can 
be refined, elaborated and modified according to the needs and objectives of the group 
and has also be found to encourage the adoption of an innovation (Wolfe, 1994). 
Subsequently, this compatibility allowed the organisations to adapt the tool to their 
specific needs and to the contingencies of their environment:
“We will adapt because they say in the standards we have to do this, we have to do 
that....No, we interpret it in our own way, in our own culture in our own way o f doing 
things. So we will make sure that it marries what we have and what they have since 
we decided to adapt the standard ...” we will make sure it has an added value to us” 
ExIntConf Coordinator2007
However, perceived compatibility in practice implies that the degree of change and 
departure from existing practices will be incremental (Rogers, 1983; Adams, 2003). 
This was evident in the majority of the cases where participants were emphasising 
that there were no major changes triggered through the requirements of the CIm tool:
“Stuff required for HA we were doing anyway and we obviously do it a lot more 
stronger now anyway because o f that. ’’NConCatFollower22007
- Relative advantage
Relative advantage is one of the attributes that Rogers (1983) has proposed as a 
determinant of adoption. It is defined as the degree to which an innovation is 
perceived as being better than the idea it supersedes. Usually in the innovation 
literature relative advantage takes the form of economic factors; however, in the 
context of this study the relative advantage of the tool lies in its perceived tool 
attribute as being better than other CIm tools because of its industry specificity and 
because while using it, adopters realised that the learning process is the advantage of 
the tool and not the badge itself. For example, an introductory document prepared by
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one coordinator outlines the relative advantage of HA in comparison to other CIm 
tools:
“You may have heard o f Investors in People or ISO 9002.Hospitality Assured is a 
similar accreditation but with a difference: It is the only standard within the 
hospitality industry that focuses on the customer experience. ” From a staff 
introductory document to Hospitality Assured by the Human Resource department o f 
NConCat
The previously mentioned compatibility increased the relative advantage of the tool in 
comparison to other CIm tools, enhancing the perception of the initiators that the tool 
could be more easily adapted to their business context. As one initiator/coordinator 
indicates, HA as a CIm tool complements other CIm tools:
“It was therefore a wonderful bonus when we received the Hospitality Assured 
accolade. Because the standard is specific to the hospitality industry, it effectively 
complements BEM by providing a wider insight into our business through 
benchmarking us against other contract caterers, and by further illustrating our 
strengths and weaknesses in delivering customer service excellence. ” ExStaffCat 
Initiator/Coordinator 2000
Similarly, another initiator describes how he looked at both HP and HA and decided 
that HA has the industry specific relative advantage:
“I  looked at both HA and UP, because they are both very similar in what they do, they 
give you a business model to work towards, which has in effect a step pattern to it. So 
we decided that UP wasn Y very focused enough for catering, is more generic and has 
quite a broad spectrum to it. ”NUniCat Initiator2007
- Divisibility
“Divisibility” has been described as the degree to which an innovation is 
communicated as allowing incremental implementation of its components and has 
also been positively associated in the innovation literature with facilitating adoption
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(Wolfe, 1994). In some cases the tool was initially piloted and then adapted in one 
department or selected units :
“So I  started small, I  started with one department and decided that at the time it was 
the Park Terrace Restaurant. I  was working very closely with the manager and we 
decided to piloted there as an individual business within a business ” NHotel 
Coordinator2007
In addition, the fact that the tool is comprised of ten steps and 49 sub-criteria was seen 
as beneficial as it assisted coordinators to select the achievable targets rather than 
aiming for full criteria implementation :
“But then I  broke it down, a bit like dissertation step by step and it rolled out and 
make it happen and then roll out something else, soon I  became aware that well 
actually yeah these are really good things, they do benefit the company ” NConCat 
Coordinator2007
This section identified collective practices as the critical mediators of the 
implementation process. It also showed examples of how these practices were 
facilitated by the high involvement of the workforce, by the senior management 
commitment and by staff empowerment received through training and staff 
development. Prior knowledge of CIm tools and certain attributes of the CIm tool 
influence the implementation process as well. The following section presents the 
implementation barriers.
5.1.4 How was the implementation process inhibited?
The implementation process appeared to be inhibited by knowledge-related factors,
such as learning new routines, codifying, transferring and sustaining knowledge. 
These learning problems were perceived to be triggered by industry problems. In the 
large and multi-unit organisation there were further problems with transferring 
knowledge. Other implementation barriers emerged, such as the conservative strategic 
posture of some firms and the lack of integrating CIm with business strategy. The 
following section will illustrate these emerging themes.
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Problems with knowledge related practices
Knowledge related factors such as (un)leaming, transferring, sustaining and codifying 
knowledge emerged as the major obstacles during the implementation process. The 
low involvement of the staff was identified as a knowledge transfer and integration 
barrier, which was attributed to the high staff turnover, the lack of career minded staff 
and the multi-unit nature of the operations. All these were perceived as contributing 
factors to the vulnerability of the standards. The (un)leaming problems were also 
justified by the lack of belief in the implementation benefits, due to perceiving any 
changes as extra work and due to the institutionalised staff who were resistant to any 
change.
- Moderating factor: low staff involvement in collective practices
The literature linked with the importance of involving the wider workforce and the 
influence of training and development has already been discussed. Low levels of staff 
participation and involvement were also found in another study by Connolly and 
McGing (2007), related to the implementation of high performative practices in the 
Irish hotel sector. Similarly, low staff involvement inhibited the learning, transfer and 
integration of knowledge in this study. In the majority of CaseN and CaseEx during 
the first few years, the implementation process was in the hands of only one or two 
people and that meant there were no collective practices enabling other practitioners 
to interact. In the following example, one facilitator expresses his frustration about 
how people were superficially involved and how a few people cannot make a big 
difference:
“..But I  don’t think that a lot has been done since then in implementation. Because I  
think everybody is more relaxed, they look like “ok we achieved that, it is ok”, a lot o f 
people they don’t care, that is annoying ... but more people have to be involved, two 
people or five people out o f300 cannot make a big difference, they are just a drop in 
a big jag .” NHotel Faciliator2007
Another example illustrates how the coordinator realises, in hindsight, that more 
people should have been involved:
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“The initial background work was down by myself and a colleague whereas in reality 
it should have been everybody and it is only now we are going through this a second 
time around that I  have been able to involve more people, more people that should 
have been involved in the first place. ” NUniAccom Coordinator2007
This was also an initial problem identified in the majority of the CaseEx at the early 
stages as well. They tackled this problem by inviting more people to be involved and 
to take ownership of the tasks:
“One thing which I  think we have done pretty well is instead o f having two people 
effectively responsible for Hospitality Assured which we did four years ago, we have 
filtered it all out and now everybody understands that they can contribute to 
Hospitality Assured, in much the same way, everybody contributes to us achieving 
our business plan and our targets. ”ExConfrrainFacilitator2007
Low level of involvement and lack of leadership functions were also contributing 
factors that forced an initiator in NUniCat to discontinue the implementation process:
“So all in all it was really quite sad that unfortunately one o f my other managers that 
drove it an awful lot alongside me she got pregnant and had a baby... So I  found it 
quite hard for me to drive it all on my own as well, I  am not making excuses but, you 
know at the time... And then to keep it going, you know, you need a lot o f driving 
force, you need somebody there constantly driving it and ensuring that the standards 
are all done. ” NUniCat Initiator/Coordinator 2007
The low level of staff involvement was linked to the lack of belief in the benefits and 
to industry-related problems. This will be explained in the following section.
- Moderating factor: Lack of belief in implementation benefits
Another problem that inhibited the involvement in the implementation process was 
the lack of a shared belief in its benefits. This emergent theme is consistent with 
previous research on CIm implementation (Bessant and Caffyn, 1994), which 
concluded that it is not so much the CIm experience in time that is changing the 
behavioural routines but, most importantly, it is the underlying behaviour of the
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organisation that is evolving. In other words, “the collection o f routines that show 
that continuous improvement is the way we do things around here” (Bessant and 
Caffyn, 1997; Bessant et al. 2001:73), and how that is embedded in the culture. For 
example, a facilitator in NHotel suggested that some people were superficially 
involved when in reality they thought that the implementation process was a waste of 
time:
“And another thing I  don’t like is when someone shows interest in front o f other 
people, and then when they are alone, they don Y want to do anything, they think it is a 
waste o f time. A lot o f people were fed  up about it I  think because they didn Y believe 
in it. I  get really annoyed, because I  believe, why you don Y believe it, or i f  you don Y 
want to believe it why you are part o f this group? ” NHotel Faciliator2007
As mentioned earlier, low involvement was due to the lack of belief or lack of buy-in:
“The problem was that there wasn Y complete buy-in from the management team. The 
big problem is to maintain it, is to keep the entire process going, and that was 
probably what made me make the conscious decision that it was time to stop. ” 
NUniCat Initiator/Coordinator 2007
Codifying knowledge in the form of documents and record-keeping was one of the 
incremental changes the majority of the CaseN had to implement. However, the 
“unlearning” of not keeping records and getting into the habit of recording 
complaints, checking fridge temperatures etc. was really difficult. This was especially 
difficult for the organisational members who did not understand the benefits of the 
practice and perceived it only as extra workload. This was the case in NUniCat that 
faced (un)leaming difficulties and finally failed to make people understand that they 
had to improve their work processes:
The same difficulties were also faced by ExCases in the early implementation stages. 
However, as one facilitator explained, people now understand the reasons for doing 
things are than just about the CIm tool:
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“After three or four years it has become routine and a really good example would be 
in our dining room, we have a series o f ticks that we do every day, now we don’t 
check the fridge temperature everyday for Hospitality Assured, we check the fridge 
temperature everyday to make sure that they are functioning properly to make sure 
the goods are being stored properly, to make sure they are healthy to serve, so 
historically the staff used to think all these tests were for Hospitality Assured, and 
now they understand it is actually good hygiene practice”ExConjTrain 
Facilitator2007
In one case, the initiator/ coordinator actually acknowledged that staff was negative 
about the CIm tool because they could not understand the benefits and the only reason 
they were doing it was because the Director of Catering was driving the process:
“I  think primarily because lots o f people see that as extra work. You know, it is 
always the same ...whenever you come to any cultural change, any work ethic, or 
method or change, the people instantly will be negative about it. They also saw me as 
the boss and they were doing it because I  was driving it, they weren Y doing it because 
they believed in it. ”UniCatInitiator/Coordinator200 7
All this evidence confirms that what matters is the capability of the organisation and 
ultimately the capability of organisational members to understand and believe in the 
benefits of CIm, and to institutionalise that across the organisation. After all, if 
employees are not convinced of the potential gains, they will never truly adopt 
(O'Dell & Grayson, 1997).
- Moderating factor: industry problems
Research by People 1st (2006) illustrates that the hospitality sector has much more 
serious problems of labour supply than the economy as a whole, perhaps as a result of 
the employment of youths and the high turnover of the workforce. The low 
involvement of staff and the lack of belief in the implementation benefits were 
attributed to high staff turnover, the lack of career-minded staff and in some case the 
multi-unit nature of hospitality organisations. All these factors inhibited not only the 
transfer and integration process but also made the standards more vulnerable. When 
people do not care to progress professionally within the industry they usually do not
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get actively involved in improvement initiatives and thus cannot transfer the 
knowledge to the next hospitality job they might get. For example, a coordinator in 
NHotel case expressed his dissatisfaction at not having a consistent team working 
around CIm :
“ Did people embrace it? Yes. Am I  satisfied? No, because people in this industry 
move on very regularly so the people I  started with are not the people that are in here 
now. I t ’s an ongoing process, you are constantly re-addressing things. You know the 
team is completely different now. There is none o f them in there now that started with 
me, all changed. So it is a process that is never ending. ” NHotelCoordinator2007
Also expressed was a concern about the vulnerability of the standards within the 
hospitality industry and how that could be connected with the high mobility of the 
staff and especially of staff that are not career-minded. The lack of skilled labour was 
found to be one of the barriers in implementing best practices in hospitality SMEs 
(Hwang and Lockwood, 2006). The literature also suggests that hospitality is very 
much dependent on a large supply of semi-skilled workers, when highly qualified 
manpower and technologies enhance the innovative potential in other industries 
(Hjalager, 2005; Pikkemaat and Peters, 2005). For example, one of the facilitators 
stated:
“Whenever you staff turnover is high then your standards are vulnerable, and when 
your standards are vulnerable then your preparation for an assessment is vulnerable 
too. ” ExConCat Facilitator2007
The lack of regular training and specific skills was also acknowledged by the 
assessors that visited companies who failed the accreditation. Quoting an assessor in 
NUniCat: “A number o f staff stated they had not had food hygiene refresher training 
within the last three years. Departmental training appears to be informal and less 
effective. No evidence was seen o f the formal assessment o f the effectiveness o f  
training... Some unit supervisors reported they were not confident in the use o f 
computer systems ”. Assessor2006
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According to People 1st (2006), an emergent feature of the labour market in 
hospitality is the growing participation of migrant workers from Central and Eastern 
Europe. In the following example, the Director of NHotel associates the 
organisational internal problems with the external problems of the industry:
“I  think our internal problems are external problems with the industry, problems with 
people, we don’t have home grown people, you have people from outside, Eastern 
Europe, is a perceived problem the concern that people don’t come into hospitably 
from home, there are lot o f hotels out in the country where, the standards are 
low”NHotel Initiator 2007
Full-time workers in hotels and restaurants work more hours than the average working 
week for all sectors and their average wage is almost half the average wage for all 
industries (People 1st, 2006). Therefore, it is not surprising that hospitality and 
tourism firms report problems in finding career-minded and skilled staff. This was 
also reported in ExConfTrain where the Director expressed the huge need for quality 
assessment in every aspect of hospitality industry in order for people to see it as a real 
profession:
“In my mind I  always felt there was a huge need for a quality assessment in our 
industry...So much o f the UK economy is based on Hospitality Services and the 
Service Sector yet there is so little in terms o f standards for performance so few  
people considered it a real profession. And I  genuinely believe that the industry 
doesn’t have a plethora o f brilliant people who are career-minded and we wanted to 
recruit career minded people that really wanted to learn but that is always hard to 
find in our sector. I  think sometimes the Hospitality industry isn ’t the best on the 
Human Resources side and the Training side. ” ExConfTrainInititor/Coordinator2007
The following section illustrates examples of a converse factor as it shows how high 
staff retention of staff may also act as a barrier.
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- Moderating factor: institutionalised staff
The danger of high staff retention lies in the fact that institutionalised staff is trapped 
into certain embedded routines that have become part of their organisational culture 
and memory, and provide a route to patterns of taken-for-granted problems. These 
inhibiting routines may act as core rigidities (Leonard-Barton, 1992) when they are 
embedded in the tacit knowledge of the firms and are difficult to be ‘unlearned’ by 
individual members who refuse to step out from the usual way of doing things. One of 
the problems that inhibited the implementation process in some cases, (mainly from 
the Hospitality Services sector, which employs a great deal of manual workers) was 
the high retention of staff or/and the institutionalised staff:
“We have got some old style guys with probably not many years away from 
retirement, a little phobia against computers and things like that and you give them 
all the gentle training as we can and some o f them have come on board, but some 
others with that negative attitude will fight against it! That is one o f the biggest 
challenges that I  have had!” UniSat Coordinator2007
This concern was also confirmed by the assessors who visited the specific 
organisation that failed to gain accreditation with the first time: “Many o f the staff is 
manual workers who traditionally have been unionised and have not been accustomed 
to notions such as customer focus, business planning, procedures, processes and 
documentation. ,,Assessor2006
This was also indicated by staff committed to the industry, but not used to working 
with CIm tools that constantly require quality checks and the use of technology:
“Especially when you have been working in the industry for a while, and you are used 
to not having Hospitality Assured so you are just used to not doing the paper work 
and that’s probably one o f the hardest things as well, trying to reduce the paper work 
by having systems on the computer. ” ExIntConf Follower 2007
This was more evident in independent properties (e.g. NConfAccom, ExConfTrain) 
where the dangers of not importing new ideas were greater as staff retention was high:
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“So we try to make sure more staff understood why we go through that process, 
because we are a one-offproperty we are not part o f a chain, i f  we are not careful 
there is a risk we can become very insular and very blinkered, very closed from the 
outside world. A lot o f hotel chains have area managers and they move their people 
around, so there is always a new influx o f ideas and because we are a one-off 
property and our staff retention is very high, i f  we are not careful we could become 
very still or just doing the same old routine things. ” ExConfTrain Facilitator2007
In the previous section high staff turnover and a low skilled workforce were perceived 
as barriers to the transfer of knowledge. On the other hand there were concerns, 
illustrated in this section, that high staff retention might facilitate the stickiness of old 
routines and therefore reinforce the stability within organisations. This was evident in 
independent properties and in University Hospitality Services in particular. The 
integrated strategy of employee participation in the implementation of CIm may 
facilitate institutionalised staff to avoid complacency by staying. The acquisition and 
development of skills may help transient staff to be motivated to stay within an 
organisation or transfer the knowledge gained to other organisations.
Employing career-minded staff is a good practice; however this type of staff is usually 
employed by large companies that have sophisticated Human Resource practices 
associated with personal staff development (Nixon, 2000). However, small 
organisations (or organisations that employ a great number of manual workers that 
tend to stick to the old routines) they should focus more on the development of work 
practices that create greater employee involvement and encourage the acquisition of 
skills. As Connolly and McGing (2007:208) indicate, small organisations need not to 
focus on the existence of a professional HR role; as small organisations they should 
more easily create a culture of staff participation. Overall, there is widespread 
agreement that employee involvement and participation is associated with high 
performance work practices (Connolly and McGring, 2007). CIm implementation 
takes time and requires company-wide effort. It also requires learning and unlearning 
(Bessant, 2003). Therefore, employee participation from temporarily working or 
highly tenured staff is required.
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-  Moderating factor: Multiple units
The degree of variability in the implementation of CIm tends to be even more 
challenging for hospitality firms that have multiple internal and external units. This 
implies that core competencies may not have been developed or sustained in the same 
way (Olsen et al. 2008).
This was observed in all multi-unit organisations regardless of their experience. For 
example, the assessor in ExStaffCat commented on the variability in perceptions and 
regularity of practices between the head office and the units: “There appears to be a 
difference between the SMT (senior management team) perception o f the quality o f 
communication and that o f the Area and Unit staff This was stated to be, in some 
respects, the variable levels o f IT skills in the Units and also the volume o f circulars 
and E-mails being generated. Although there is a requirement for all units to carry 
out daily checks there was no evidence that the checks are regularly recorded on 
some o f the sites visited ”Assessor2003
This was also evident in NUniServCase where the organisation followed a stage- 
implementation approach where each department was assessed independently (Table 
5.5). Quoting one of the assessors from a unit of the NUniServ that failed in the 
accreditation: “Hospitality Services is using Hospitality Assured partly as a way o f 
encouraging high standards o f performance and customer focus. It appeared that this 
is effective, though it was stated that some other departments within HS have made 
more progress in this area. ”Assessor2006
Table 5.5: Multi-units following a stage-implementation approach
Case Organisation description Size**/type Case group N: 
New at 
implementing*
NUniServ
University 
house 
services 
(size large)
Cleaning services Small/public 1
Accommodation
services
Small/public 1
Site services Small/public Successful at 2nd 
attempt
Catering services Small/public 1 failed
* according to the number of annual assessments: new at implementing < 4 assessments, experienced at 
implementing > 5 assessments
** micro < 10, small < 50, medium-sized < 250 sources: European Commission, 2005
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The arduous relationship between the source of knowledge and the recipient was 
found to be one of the factors acting as barriers to the internal transfer of best 
practices (Szulanski, 1996). Ignorance was found to be a barrier at both ends of the 
transfer since in most firms, particularly large ones, neither the “source” nor the 
“recipient” knew someone else who had the knowledge they required or would be 
interested in knowledge they had (Szulanski, 1994). In this study, as evident in Table 
5.5, the adopted stage-implementation resulted in each department working and 
getting assessed separately. However, this approach led to participants not sharing 
knowledge or ignoring valuable information that other units had acquired while 
working towards accreditation. As a result the catering unit failed and the site services 
unit gained accreditation on the second attempt. For example, all the participants in 
the NUniServ case felt that they had to re-invent the wheel. Quoting a coordinator:
"... We were working separately, each department working for their procedures when 
we should had been working together, andfor example the complaint form is the same 
for every department. I f  we had spent time together, working on each step together 
every department then we would had probably got it quicker and we would have 
achieved it at the same time. ” NUniCat Coordinator2006
The desire for more collaboration between the departments during the HA 
implementation was also observed by the assessor in NUniAccom: “Some staff seen 
during this assessment mentioned a desire for cross-team meetings to improve 
communication, understanding and share best practice. ”Assessor2006
Ignorance was also an implementation barrier to the NConCat case which was 
observed by the assessors who had visited and interviewed staff at different units: “In 
several o f the units visited, staff appeared not be aware o f what actions they were 
required to take as a result o f external and internal audits ...Notice boards are used to 
communicate key policies, responsibilities and procedures but there is no consistent 
approach in the units that were visited” Assessor2006
Lack of communication and lack of sharing information was also observed in the 
NUniCat case. Due to the fact that the Conference Office had not participated in the
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CIm implementation, this acted as barrier to getting customer feedback from the 
conference participants regarding the quality of the catering services provided:
“Several team members commented to the assessors that they felt further 
improvements could be made in the working relationship with the conference office. A 
particular area o f concern is that there is no formal process in place to obtain direct 
feedback from the conference clients' about the quality o f service being provided” 
Assessment report o f NUniCat 2005
On the other hand, the following is an example from a micro organisation from CaseA 
illustrating the flexible communication flow in an independent small hotel:
"... Well we focus more on a hands-on, face-to-face which I  really think is the crack o f 
this industry, this business is about people and you have to approach the people 
......because we are small and because we run independently we can react much
faster than a brand or a larger organisation can. Because by the time the top message 
gets all the way down it gets lost in-between. Whereas with us whatever there is that 
we take up gets implemented right away” Hotel manager/owner CaseA
Another important issue is that certain organisational sub-cultures show favouritism 
towards some categories of employees over others, the result being that certain 
sources of knowledge are favoured over others (Davenport et al., 1988). Such internal 
conflict and competition is particularly common in the larger establishments in the 
hospitality industry. For example, the most common conflict that takes place is 
between ‘front of house staff (waiters or receptionists) and ‘back of house staff 
(kitchen staff and reservations). Such conflicts create an environment of limited trust 
and respect and hence can only limit the possibility of knowledge sharing between 
units and employees. Quoting one of the facilitators:
“Being part o f the back o f house is not easy to be accepted because we are considered 
as the lowest department o f the hotel; People came to me and said: “what are you 
doing? You are a back o f house employee! ” is a bit sad, but I  don’t mind what other 
people think about me, or our department. I  feel important, we are important in the 
hotel, without us a lot o f things cannot be done ”. Hotel Faciliator2007
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The researcher had also the chance to see the enthusiasm of this facilitator to 
contribute to the organisations’ improvement plans, despite having received this 
undermining behaviour by some of his colleagues. For example, during one of the 
weekly meetings he proposed a new idea about how the internal assessment of the 
quality of the service and the food in one of the restaurants could be improved if 
different employees once per month had a quality check lunch or dinner. His idea was 
welcomed by all.
As mentioned previously, strategic posture enhances institutional-push and pull-need 
factors associated with the implementation of proactive practices. The next section 
identifies conservative posture as a barrier to the implementation of CIm tools.
- Moderating factor: conservative strategic posture
The majority of the cases in the study are from the public sector (six out of eight). 
Although within the public sector there is an obligation to provide acceptable 
standards for the public, these primary concerns of accountability, standards and 
continuity may encourage a culture of risk aversion which hinders innovation. For 
example, the culture of risk aversion was identified by Multan and Asbury (2003) as a 
key barrier particularly common in the public sector. In the context of this study, there 
were concerns from some of the public sector companies that the non-profit and 
bureaucratic nature of their business inhibited any strategy for improvement and 
change. For example, in NAccomConf, making a profit was fundamentally against the 
ethos of the company, in another NUniCat case, there was the argument that making 
profit may jeopardise the service that the organisation is offering to students:
“ ..historically the business hadjust happened, there was never proper controls, it was 
more like a family-run business, that didn’t really mind how much money it 
lost...because the University was not interested that it was losing money, so it was 
quite happy to just allow that to happen...For as long as I  have worked here and I  
have been here 20 odd years, it’s never covered its operational costs. There is a big 
argument about should it make lots ofproflt? Because i f  it is making lots ofprofit, is it 
then really providing a service to its students and staff here?’’NUniCat 
Initiator/Coordinator 2007
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In another case (ExStaffCat) there was no identifiable competition that could push 
the drive towards competitive strategies. Characteristic is the following quotation:
“There is a common theme to the last assessment reports, we don’t really know what 
our competitors are doing, but we haven’t got any. We wouldn’t be looking at other 
major catering companies because it is not relevant. Our customer research is not 
done, I  don’t think we are very organised in a methodical way is not like we look for a 
new market all the time, we actually have a regular intake o f people” ExStaffCat 
Facilitator2007
In another case (NUniCat) that failed to obtain the accreditation there was a reactive 
approach to customer research which was also acknowledged by the assessor: “The 
approach to understanding their needs appears to be more reactive than 
proactive. ,,Assessor2006
However, the lack of strategic planning was not only evident in the public sector firms 
but also to the private-owned firms. Interestingly enough the coordinators had limited 
awareness of business strategy (NHotel-private and NAccomConf-public examples):
“But for me as an Executive I  didn’t know what five years was going to bring, we 
hadn’t discussed that so that was something we were pushed towards doing” NHotel 
Coordinator2007
“The weakest point, they were saying the hotel has no business planning for the long 
term ” NHotel Facilitator2007
In NConCat-private and NUniCat-public, key practitioners did not have access to 
business strategy issues; however this changed with their involvement in the 
implementation of the CIm tool:
“Business planning I  found quite difficult because certainly in the first year I  wasn’t 
really party to that information, was a bit of, you know trying to persuade that I  need
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this information whereas now that has changed and I  report back to the board. 
NConCat Coordinator!007
Pizam and Croes (2007) identified risk aversion and a lack of ability to recognise 
threats, opportunities and changes in the global society as crucial obstacles to the 
implementation of innovative practices in the hospitality industry. Hwang and 
Lockwood (2006) also found that the lack of competitive benchmarking was one of 
the barriers to implementing best practice in the hospitality industry. Borins’s (2001) 
empirical study also found that the major issues that arise while implementing new 
programmes in the public sector are within the internal organisation e.g. political or 
bureaucratic context, such as sceptical attitude or legislative or regulatory constraints; 
and political opposition. This is also evident in the following quotation where the 
coordinator identifies that they have no control in HR policies implemented from the 
Head Office:
“There were certain areas where we can’t control our destiny, the organisation has 
very strict HR policies and no matter what, how good or bad they are, we have to 
operate within those...there has also been a big issue with people at the lower end o f 
the scale not knowing what is happening apart from in the place that they work”. 
ExStaffCat Coordinator 2007
In the NUniSite case the lack of control contributed to the failure of obtaining the 
standard on the first time. Quoting the assessor: “<z number o f significant gaps and 
weaknesses remain, not all o f which are within the direct control o f the 
unit. ”Assessor2006
Several layers of management require hierarchy of authority in order to control the 
fimctions of different departments and employees (Bums & Stalker, 1994). This 
results in keeping the top management at distance from the operating issues, 
processes, daily difficulties and customers’ needs (Ghobadian and Gallear, 1996). In 
addition, when the entire business is managed and controlled from a larger enterprise, 
then little or no discretion is left for the manager of the unit who has no participation 
in deciding what is best for the operations (Getz et al., 2004). For example, in 
NUniCat, the Director of Catering had to wait two years in order to receive feedback
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from the Head Office for a new customer promise he had suggested. In addition, he 
emphasises the problem with business planning:
“Now this was in 2005 that I  sent the customer promise proposal to my boss because 
anything that is published needs approval Now he sent something back, like I  need to 
think about this, and here we are two years later still nothing. Again business 
planning, I  have to go through the University and can’t plan until they tell us their 
plans on anything, that’s where I  have to hold to others to get approval, it’s always 
been our stumbling block because it’s just so long to get through the process.” 
NUniCat Initiator/Coordinator 2007
In addition, lack of business strategy control was also a contributing factor to the lack 
of awareness of the organisational business objective:
“The Business Plan was another one that I  found was quite hard because it is not 
something, although I  could have a vague input into what we were doing and where 
we were going, the objectives from a business point o f view actually sit up with the 
director and they are outside o f my control”. UniAccom Coordinator 2007
The implementation process barriers have so far been associated with low 
involvement, knowledge, strategy and industry-specific problems. The next section 
identifies some attributes of the CIm tool that are perceived to inhibit implementation.
- Moderating factors: Perceived tools attribute
Through the data analysis another important factor emerged that was not identified in 
the initial review of the literature on best practice adoption, but was found in the 
literature on innovation adoption (e.g. Rogers, 1983). This emergent factor is the 
perceived tool attributes of complexity, unreliability and lack of market value.
- Complexity of the language of the tool
In the innovation literature, complexity relates to the ease of understanding and 
communicating the innovation and is negatively related to rates of adoption (Rogers, 
1983; Wolfe, 1994).
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The implementation of the tool was initially perceived as a complex task by the 
majority of the coordinators:
“I  sat down I  spend a long while reading through it, found it extremely mind-boggling 
to start with, because you know, I  am a practical person, 1 am a cook. I  always try 
and relate to this in a way that I  thought the rest o f the team would be able to 
understand it. ” NHotel Co-ordiantor2007
The coordinator in NUniCat characterised the initial implementation of the CIm tool 
as “hugely daunting” and the coordinator in NConCat as a “massive task”:
“When you first look at it is hugely daunting and you worry about it in a huge amount 
but then when you stop worrying about and actually you look at it you think: “oh we 
are already doing that, oh we already do that. ” NConCat Coordinator 2007
The following quotations are from two different people in the same company 
(ExIntConf); from a follower who had difficulties and from the coordinator who 
expressed none:
“I  think from my point o f view the biggest difficulty was the language that was used, 
it was difficult to understand exactly what they were looking for, but it was broken 
down, 99% o f the things you are doing anyway. I t ’s the way it was worded” 
ExIntConf2007 Follower
“I  think it is the simplicity o f the standard and also it talks a language, is the 
language o f hospitality people, people understand when I  say: “service delivery”, is 
our jargon, it is an ordinary concept that people in the industry are using, that’s 
one. ” ExConfCentCo-ordiantor2007
However, the majority of key participants who had industry experience from NCase 
and ExCase expressed their concerns in understanding the tool’s terminology:
“Sometimes the language is difficult, you know I  was really going through the 
accreditation papers before you came just to try to remind myself what we did, but
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some o f the language is quite difficult, so I  think sometimes the language needs to be 
looked at. ” ExStaffCat Facilitator2007
This inherent complexity was attributed to the terminology of the criteria which not 
only had to be understood by coordinators but also had to be translated in such a way 
that it could be understood by the rest of the facilitators and other members who 
might not have the appropriate background (see Appendix XII of staff introduction 
documents to Hospitality Assured).
- Reliability and uncertainty of the accreditation process
In the innovation literature, “reliability” has been defined as the degree to which an 
innovation is communicated as being consistent with its results (Tomatzky and Klein, 
1982; Wolfe, 1994). The majority of the participants in the ExCase and one 
organisation from the NCase expressed their concerns about the inconsistency of the 
accreditation process in terms of the credibility of the results and the abilities of the 
assessors. For example, the following coordinator questions the assessment process:
“And also the way the assessment was carried out, it did have flaws because it was 
down to individuals. Individuals were trained to do that assessment and there can be 
some room for manoeuvring those assessments, so it had some bad publicity in terms 
o f how consistent really was the assessment, and was it really true reflections? I  think 
that’s always going to be a challenge with an assessment like this. It is measuring 
those things that are subjective, and that’s always going to be a challenge” 
ExConfTrainCoordinator2007
Another coordinator, from ExIntConf, the company with the highest scores and the 
seven year experience with EFQM and HA, acknowledges that their high expectations 
may influence their criticism of the assessment process:
“There were a lot o f problems in terms o f assessment and in particular the assessors 
or maybe because we have high expectations from the assessment process because we 
have been assessed several times in the European level, so... The assessors could 
have better training. Second, the scoring system could be more transparent. ” Ex 
IntConf Coordinator 2007
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In the innovation literature, uncertainty is associated with knowledge concerning the 
link between the innovation's inputs, processes, and outcomes (Wolfe, 1994). 
Uncertainty about the return on investment was expressed by NConCat:
“The only thing I  would add but I  won’t be able to answer the question is: “return on 
investment” maybe. We give 2.500 for the Hospitality Assured process, I  have no 
idea how I  would measure it but have been asked by Hospitality Assured to measure 
everything, how do I  measure the benefits that I  get back from Hospitality Assured 
according to the investment? ” NConCat Coordinator 2007
In ExStaffCat participants were sometimes uncertain as to what to include in the 
submission package and had difficulty in interpreting what the assessors wanted:
“Sometimes the interpretation o f what they want is very difficult to follow. And even 
under this new submission pack which is a bit smaller, a lot smaller, we are still 
slightly second guessing, as to what and how much they want from us, so I  think 
sometimes the language needs to be looked at. ” ExStaffCat Facilitator 2007
Having identified the drivers, enablers and barriers of the implementation process of a 
CIm tool, the next section proceeds to the perceived benefits gained from the 
implementation process.
5,1.5 What are the perceived benefits from  the implementation o f  a C l 
tool?
The study is not interested with the tool’s impact on the performance of the firm but 
with the practical performance of the people who engage in the activities of 
implementation and the related factors that facilitate or constrain their activities. This 
is also consistent with the s-as-p research agenda.
The dominant implementation benefits emerged as:
■ Increased organisational interaction;
■ Codification of knowledge;
■ Organisational alertness;
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■ Structured incremental improvement.
Therefore, the implementation process appears to have enhanced the capability of the 
participant organisations to continuously improve and to exploit knowledge. The 
following sections provide evidence of these perceived benefits:
Effective in developing continuous improvement capabilities
In terms of the core capabilities of CIm, the NCase have shown evidence of 
“developing an understanding towards CIm in other words “the ability to articulate 
the basic values o f continuous improvement and a shared belief in the value o f small 
steps and that everyone can contribute9' (Bessant, 2003:56). The majority of NCase 
prior to Hospitality Assured had no systematic method for recording improvement, 
while problem solving was random and in the hands of a few people. After three or 
four years of using the tool the NCase organisations reported evidence of increased 
organisational interaction in problem solving activities, increasing codification of 
knowledge, incremental improvements and increased organisational alertness. NCase, 
according to Bessant et al.’s (2001:73) CIm maturity model, might be moving towards 
Level II, in “structured CIm ”, “where there are formal attempts to create and sustain 
CIm, and a formal problem solving process is used, supported by basic CIm tools
The organisations in ExCase are more experienced in using structured methods of 
CIm and have a better deployment of linking strategy with monitoring and measuring 
CIm. They have also gained the same benefits as NCase, especially in the early stages 
of implementation. Now after seven years of using Hospitality Assured tool they 
appreciate the organisational alertness and CIm measurement that it provides them 
with. The ExStaffCat and ExConfTrain could be positioned in Level III, where 
according to Bessant et al. (2001:73), “CIm is goal oriented and linked with strategy”.
One of the ExCase, ExIntConf could be positioned in Level V, where CIm is 
strategic, and “has become a dominant way o f life, involving everyone in the 
organisation and learning is automatically captured and shared”. Jones and Parker 
(2008) have also argued that CIm and benchmarking, as important elements of 
strategic operations management, should be integrated with strategy. ExIntConf, is an 
exemplar organisation that has a considerable competitive advantage, as it is
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considered to be a benchmark for the meetings industry in the UK and has been 
recognised as a leading conference venue world-wide. Since 2006 the company has 
also offered business tourism consultancy services due to a growing interest from the 
meetings industry to learn from its success. It was the first conference centre world­
wide to achieve ISO9001 and the first to be accredited with Investors in People. It is 
also a characteristic example of a company that proactively adopts CIm tools since it 
is independently assessed by seven CIm tools, and as the coordinator indicates, the 
organisation sees the use of CIm tools as a strategy-linked with profit maximisation.
The following section provides evidence about the perceived implementation benefits.
Increased organisational interaction
The use of the CIm tool has stimulated communication and collaboration between 
departments in all the NCase, the majority of ExCase (ExStaffCat and ExConfTrain) 
and one of CaseA. For example, one of the perceived benefits in NUniSat was the 
facilitation of better communication:
“It has helped us with increasing team operation meetings that we have, they are 
recognised and registered, and are regular. One o f the old things years ago was: “Oh 
we never get told nothing. ” That has changed now, we almost overload them with 
communication, but we still think that’s better, and so the communication back to the 
staff now is tremendous compared to what it was years ago. ” NUniSat 
Facilitator2007
The Support Services Manager in CaseA explains how the implementation of a CIm 
tool, has united departments:
“...We have seen the benefits so far, especially in the terms that it has united us, not 
just within departments... We have actually worked close with departments we 
wouldn’t have ...and everybody is very keen”. Support Services Manager 2005 
CaseA
In addition, the assessors also stated that evidence was seen of teamwork within 
departments of NHotel; they suggested that the tool had helped in improving cross-
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departmental communication and examples were seen in back-of-house, banqueting 
and the staff restaurant:
“One stated benefit o f the pre-assessment process had been the interaction between 
departments. Evidence was seen to support this, though equally there appeared to be 
scope for sharing best practice across departments and o f coordinating work to 
reduce ‘reinventing the wheel’. ” Assessment report from NHotel 2006
Structured continuous improvement
According to Feldman and Pentland (2003:105-106) practitioners can use the 
ostensive aspect of a process management framework “as a guide o f what actions 
should be taken (prospectively), “as a guide to accounting for actions already taken ” 
(retrospectively) or “as a reference to categorise a set o f performances to a template 
o f action The performative properties are those that exist when the practices are in 
action, by specific actors at specific times and places that bring the structured routine 
into life. The performative aspect is enacted when practitioners create, maintain or 
modify organisational routines. Ostensive properties are those that exist as a structure 
and thus account for stability, e.g. standards operating procedures. The practitioners 
used the ostensive properties of the framework of the CIm tool (e.g. 49 requirements) 
as a guide to reflect, to prospect and to categorise their old and new processes. The 
performative aspect has already been explained in previous sections.
- As a guide for improvement actions that should be taken (prospectively)
At the early stages of implementation the majority of NCase, and in some cases 
ExCase, did not have any system in place that could record the standards of 
performance such as monitoring customer feedback, employee’s development, or 
updating operational manuals. The Hospitality Assured process enabled them to 
create new processes:
“It forced us down the road in doing more customer satisfaction surveys and analysis, 
that sort o f thing. So it has actually helped us develop processes to manage the 
business. ” ExStaffCat Coordinator2007
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The fact that the HA framework has been used as a guide for improvement actions has 
been acknowledged by the assessors as well: “The Hospitality Assured framework for 
Service and Business Excellence has been used as a key driver for achieving 
improvement and creating a change o f culture. ”Assessor2005
In NUniSat, the CIm tool encouraged the introduction of performance standards:
“I  have learnt that there is a huge emphasis on having standards o f performance in 
everything, and having evidence and everything documented and registered, i f  we all 
got replaced by new people, these new people will open a folder and know how to do 
my job!” NUniSat Coordinatorr2007
In the majority of the cases (ExCase and NCase) there was an evident problem of 
communicating explicitly the promises to customer. For example, in ExIntConf, they 
revised their brochure as a recommendation from the assessment:
“The Hospitality Assured people asked us i f  we had a customer guarantee. It seemed 
like a silly question, but nowhere in our literature did we talk about the quality o f the 
service. The outcome o f that conversation is that the company is revising its brochure 
and, as an interim measure, putting in a flyer that stresses commitment to service. The 
website is also being updated. ” ExIntConf Initiator/Coordinator 2000
The majority of the organisations used the ten Hospitality Assured steps and the 
assessor’s recommendations as a template for future action. For example, NConCat 
used the ten criteria as growing guidelines:
“The Directors decided they wanted some form o f tangible accreditation process to 
use firstly as a selling tool and secondly to give you growing up guidelines i f  you like 
o f ‘this is what you need to be doing to make your company better’” NConCat 
Coordinator 2007
ExConfTrain used the CIm tool’s criteria as a template of what they should be doing 
anyway; prospectively.The recommendations of the assessors were used by 
ExStaffCat as a future oriented guide:
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Their recommendations would guide us on the path they wanted us to go, which is 
great help, rather than us take the standards and then try and assess ourselves, it is 
much easier from outside to assess you because there is no bias and there is no 
coM/Zzcf o f " Æc&qÿCof
- As a guide for improvement actions already taken (retrospectively)
The CIm tool (HA) was also used as reflection on CIm and the assessment report as a 
confirmation that the organisations are constantly improving on the standards. For 
example, the CIm tool has assured that ExIntConf is customer driven. It uses previous 
assessment feedback and evaluates the improvements they have made in comparison 
to previous years:
"We can look back what we were doing last year and what we are doing this year so 
if if a good W c&ma/t M if if 7Ma&i»gyow more aware a f f&e W e/?#, aW ma&ej yaw
aware o f having the standards in place. ” ExIntConf Follower2007
In NConCat, the use of the CIm tool is a confirmation that they are doing what they 
should be doing anyway:
Everything that Hospitality Assured is about we are doing it anyway, the systems are 
set up and it is just day-to-day work. Hospitality Assured is just confirming that we 
are doing it anyway ” NConCat Follower2007
-As a reference to categorise a set of performances
The organisations have also used the ten standards and 49 requirements of the CIm 
tool as a reference to categorise their operational processes and thus benchmark their 
performance:
“But i f  I  can actually show that we actually are improving and it is also a good 
indicator I  am putting in my report into how well catering is doing to my senior 
/MawqggmgMf ". jE x& aÿC af C oW iw aforJO O Z
In another case that had faced major financial difficulties the assessor also 
acknowledged how the HA has been used as a CIm tool for measuring the
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effectiveness of actions. For example, the assessor states in the report: “It was 
realised that the organisation had to become less 'self-referencing ’ and become more 
commercially based and outward looking in order to survive in the long term. 
Strategic plans were put in place, which have been implemented and updated, with 
the result that NConfAccom’s conference income has increase. In this context, 
Hospitality Assured was seen as a valuable tool for measuring the effectiveness o f 
these and other actions against an external benchmark, and as a catalyst for 
continual improvement. ” Assessor2006
This evidence has illustrated how practitioners used the CIm tool to create a 
structured improvement and how they modified and adapted the tool requirements to 
their needs and organisational values.
Organisational alertness and proactive behaviour
In all cases, especially in ExCase which have been assessed for seven years, the 
organisations mentioned how they had benefited from the constant external re­
assessment. For them this discouraged complacent behaviours and triggered more 
proactive behaviour. In particular, the external assessment was reported as being 
extremely helpful. For example, ExStaffCat emphasise the importance of the debrief 
with external consultants:
“It is a sort o f benefit to have somebody else coming, and we can ping ideas from 
them, that’s part o f what the session, the debrief is about, they say: “we have seen this 
happening elsewhere, this is what other people have done, that’s a good idea, we can 
adapt. ” ExStaffCat Coordinator2007
NUniSat also indicate that the implementation has triggered a change in behaviour:
“We have become more proactive in what we give as a service as opposed to being 
reactive. We were always reactive, so Hospitality Assured has helped us” NUniSat 
Coordinator2007
The coordinator of ExIntConf appreciates that the benefit from constant assessment is 
CIm:
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The benefit is the continuous improvement. The reason why we say continuous 
zmprove/MeMf À? fW  # gooùf ro ng/z/? ^ggazzjg zY za ozz/y z^znzzg
(z^g^zzzg/zr r w  j/ozz C6ZZZ zzzg^ zz^ g. ^g /Z& f/zg wg^zzz'gmgzzr /zgz-g zzz r/zz^  orgazzzjafzozz,
we like to measure, and we enjoy measuring. Numbers yes, here they give you 
numbers, you see? ” ExIntConfCoordinator2007
Voss, et al. (1997) found that US service organisations were leading in terms of 
understanding customers’ needs and service quality and suggested that UK hotels 
should improve in managing change for long term improvement and that 
complacency may be the UK’s worst enemy. According to NHotel, if as a business 
you are performing reasonably well, you tend not to ask why, and thus you become 
complacent:
I  think it is complacency, it is like all businesses, i f  you are doing reasonably well 
jww W w, f&gzz yozz dbzzY fgW fo as# Wzy aW  ^ jz 6 /y  f/zzYzÆ j/owrjg#"
know... .September the 11th kicked us all in the ass, quite heavily when we took a big 
nose dive ” NHotelCoordinator2007
In this study the constant re-assessment has kept companies self-disciplined and it has 
kept management teams on track in CIm:
“So I  think it’s important to continue because is a good tool, it is a tool that keeps us 
self-disciplined, because it is highly easy once you have an award, you have won it 
five times. I  think the tendency would be to relax and that in a way is good discipline 
fW  6gga%?g zY Aggpy zw ozz frag& WwzYzg fW  zf za gozzfzfzwozzf, fo jay f/zaf a j a jgzzzar 
reward we have met these criteria ” ExStaffCat Facilitator2007
The development of CIm capabilities, increased organisational interaction, structured 
CIm, organisational alertness and proactive behaviour were the dominant perceived 
benefits of implementing a CIm tool. The next section provides evidence of how the 
tool was effective or ineffective in:
■ Encouraging best-practice benchmarking;
■ Providing external competitive benchmarking information;
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■ Raising market value;
■ Raising key actor’s credibility.
Best-practice and competitive benchmarking
As Lockwood (2002) suggests there are different benchmarking approaches, such as 
process, performance, management practice and strategy and different points of 
reference against which performance is accessed (internal and external). The use of 
the CIm tool gave the opportunity to NCase and ExCase organisations to conduct 
performance and process benchmarking simultaneously. For example, it helped 
NCase and ExCase organisations towards benchmarking best practices because it 
encouraged them to find ways of changing how things were done in order to improve 
performance through the identification of key performance indicators and through the 
constant re-assessment.
Benchmarking is much more than competitive comparison analysis (CCA). 
Benchmarking is a process of identifying, sharing, and using knowledge and best 
practices. According to Smith, Ritter and Tuggle (1993:43): “the difference between a 
competitive comparison analysis and a benchmarking project is that the former 
gathers information about the result a company achieved while the latter gathers 
information about how a company achieved those results” . In the context of this 
study, ExConfTrain and ExStaffCat used arguments about the lack of external 
benchmarking information during the assessment process:
“Historically the biggest difficulty is probably the area that I  would like to see some 
further change is on more clear recommendations from the assessors. And I  
appreciate there is a fine line between assessing and consulting. But sometimes it 
would be nicer to have clearer recommendations on what it can do or say, and i f  the 
consultants are good, the assessors would say: “I  have been to other venues and they 
do this, and become clearer. ” ExConfTrainFacilitator2007
Although the professional body that owns the CIm tool had organised a conference 
where participants and non-participant organisations could exchange ideas and 
practices for a better implementation, those forums were not a regular practice for
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people to perceive the benefits. This was a particular complaint in the ExCase, where 
they identified the missed best-practice for sharing opportunities through such forums:
“It is also important that Hospitality Assured raise their profile, what would be good 
is for Hospitality Assured people that have attained the award offer some sort o f focus 
groups, some way in actually showing their best practice and sharing. It's good to 
talkjo people that have been through the same experience, and share what is best 
practice for example in the submissions. ” ExStaffCat Facilitator2007
-  Raising organisational/individual profile and status
In the innovation literature ‘profile’ has been defined as the extent to which the 
innovation raises personal, group or institutional profile. Similarly ‘status’ has been 
also defined as the extent to which an innovation is adopted in the quest of prestige 
rather than organisational profit or effectiveness (Wolfe, 1994). All the ExCase 
organisations expressed their disappointment about not gaining any market value 
benefit from using the tool. For example, the ExIntConf Coordinator stated that they 
cannot use HA as a selling tool since event organisers are not aware of what HA 
means and how important it is for hospitality organisations:
“What we are trying to achieve with Hospitality Assured is business benefit, we didn Y 
get that. In other words in terms o f marketing it to a potential high calibre business 
event organisers they don Y know what is Hospitality Assured, they don Y know how 
Hospitality Assured will help their events be successful. So that sort o f thing was not 
met. ExIntConf Coordinator2007
Similarly, that was the case in ExStaff as they emphasised that they cannot use the 
CIm tool as a marketing tool:
“As far as it goes it is o f no great value to us in the sense o f advertising because we 
tried to advertise to our customers what it means but for them it does not mean a 
great deal, because they don Y understand what hospitality stands for, it doesn Y bring 
in any new business. So it is really just being used as a business improvement rather 
than a marketing tool. ” ExStaffCat Coordinator2007
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However, it was acknowledged by all the cases that the CIm tool provided benefits 
much more important than raising the organisational profile in the market:
“So I  think that was the initial kind o f reason for going for the badge. In reality when 
you actually drill down and look at Hospitality Assured the badge is less important 
than the content I  would say. ” NUniAccom Coordinator2007
Although the CIm tool was not perceived as raising organisation profile, it was 
perceived as raising the credibility and profile of people that were actively involved in 
the implementation. The facilitators and followers all expressed their appreciation of 
the amount of work the initiators and coordinators were dedicating to the 
implementation process:
“For myself I  guess I  was getting increased credibility at the time within the company 
joined, hmm people could see I  was responsible for that and the fact that we could 
achieve a very good score at the end o f it, you know I  was appreciated, recognised 
and acknowledged. ” NConCat Coordinator2007
5,1.6 What are the intentions fo r  the future?
All the NCase and ExCase acknowledged that they need to continue using the tool 
because they need to constantly improve in all the ten standards. For example, NHotel 
initiator acknowledged that CIm never stops:
“There is still room for improvement; there is always room for improvement on those 
things, the things that work continue and the things that don’t work are cast aside, it 
is continuous circle, is never always right, is always as good as you are at the 
moment”. NHotel Initiator2007
Similarly, it was also acknowledged by ExIntConf, as the company with the highest 
assessment scores, that it is a continuous learning process:
223
Chapter Five: Implementing a CIm tool
“Well I  think it is great because is a constant, and there is always new things to learn, 
there is always new things to research and see and benchmark against and new things 
to bring in, and implement ” ExIntConf Facilitator2007
However, the ExCase expressed their concerns that the potential for further 
improvement is becoming more difficult as they are being accredited with higher 
scores. This was also acknowledged repeatedly in the assessment reports of the 
ExIntConf, the highest HA-scored organisation: “As in previous years, the assessors 
found it difficult to identify any significant areas for improvement. However, the body 
o f the report does mention some relatively minor areas for 
consideration. ”Assessor2005
Bessant (2003:164) has also argued that it becomes increasingly challenging “to close 
the gap with the best, who do you benchmark against in order to find new areas to 
improve? ” For example, ExStaff facilitator stated how it was getting more difficult to 
achieve incremental improvement in areas with high assessment scores:
" Yes you can always improve and there are always ways to improve, but it becomes 
more difficult to get higher and higher, because you are searching and working 
towards that excellence but at the same time you are at such a high level so to get 
from where you are, step, another step and another step, requires an enormous 
amount o f work for so little improvement because what is left to improve on is high 
level stuff.” ExStaffCat Facilitator2007
Likewise, practitioners from ExInConf (the organisation with the highest scores), 
while they did appreciate the assessor’s feedback, also had greater expectations from 
the assessors:
“I  am trying to highlight to you that it depends on how you interpret it, what culture 
the organisation has and what levels o f standards o f service they are providing and 
what level o f maturity, in other words we started in 2000, we are now in 2007, we are 
the highest scoring in venue ...We welcome the assessors feedback, it is very 
important but we have to assess how this is going to help our business, the thing with 
the assessor when they come here they need to help themselves by doing some
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research about our organisation otherwise the organisation will be the one assessing 
the assessors ” ExConfCentCoor2007
This section identified in detail who is involved in the implementation, the factors that 
moderate and mediate the drivers, the enablers and inhibitors of the implementation of 
a CIm tool, as well as the perceived benefits and the intentions for the future. The next 
section illustrates and summarises the key points that will be linked with the 
conclusion and contributions presented in the next chapter.
5.2 Conclusion
This chapter examined the implementation process of a CIm tool, through the factors 
that practitioners perceived as driving, enabling and inhibiting the implementation 
process, within the context of eight hospitality organisations: three at the late 
implementation process (ExCase) and five at the early implementation process 
(NCase). The preliminary research examined the implementation process of best 
practice as it was perceived by three hospitality practitioners (implementing a CIm 
tool, adopting a policy, starting-up a business) in three hospitality organisations.
The implementation process of a CIm tool appears to be triggered by push/pull need 
factors identified by senior management. Strategic posture, networking activities and 
organisational commitment appear to mediate the identification and orientation to 
change. The benchmarking need appears to be strategically linked with operations 
only in the ExCase (see Figure 5.2).
The implementation was significantly facilitated by the leadership functions and the 
following collective practices of the wider workforce. These practices were greatly 
embedded in ExCase, while in NCase they were not practised with the same regular 
and collective behaviour (see Figure 5.2):
■ translating the benefits;
■ diffusing responsibility;
■ working towards improvement;
■ assessing CIm;
■ listening and communicating with your staff;
■ reflecting on CIm with structure.
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Implementation process barriers are associated with staff involvement, knowledge and 
strategy-related factors. Specific industry problems, such as lack of career-minded 
staff and high staff turnover, appear to intensify the implementation process barriers. 
Some attributes of the tool (adaptability, compatibility, relative advantage, 
complexity, reliability etc) were also perceived to influence the implementation. The 
reliability of the tool (accreditation process) was only questioned in ExCase (see 
Figure 5.2).
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In summary, the emerging themes suggest that:
■ institutional-push and need-driven factors triggered the implementation
mediated by organisational strategic posture, and senior management 
networking activities and organisational commitment;
" leadership functions and collective practices mediate implementation
moderated by prior CIm knowledge, high levels of involvement in collective 
practices, senior management support, training and development, perceived 
tool attributes (compatibility, adaptability, relative advantage, divisibility);
" knowledge, strategy and industry related factors inhibited implementation
moderated by low staff involvement, lack of believing in the 
implementation benefits, industry problems (high staff turnover, 
lack of skilled and career minded staff), conservative strategic posture, 
and perceived tool attributes (complexity of tool’s language, reliability 
concerns)
Increased organisational interaction, codification of knowledge, organisational 
alertness and proactive behaviour emerged as the dominant implementation benefits. 
Therefore, the implementation process appears to have enhanced the CIm and 
absorptive capacity of the organisations, since all these gained benefits are elements 
that influence both capabilities. The analysis showed that although these organisations 
have a CIm tool, they have not necessarily reached CIm. This supports the argument 
that CIm is not something that organisations have, but is an emerging and learned 
pattern of behaviour which evolves over, and takes, time.
The thesis, by using the strategy-as-praetice approach, evaluated the praxis 
(implementation process) of a practice (CIm tool). It illustrated how the 
implementation process is non-linear and influenced by culturally acquired and 
organisationally absorbed behaviours that are dependent on the existence of collective 
and leadership functions that act as transfer vehicles for organisational lessons and 
memory, especially to the new organisational members. These behaviours are 
particularly important in the context of hospitality where industry problems such as 
high staff turnover and lack of career minded staff inhibits the implementation 
process. The study, by using the s-as-p approach, demonstrated how continuous
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improvement is practised and integrated within firms, i.e. as something that people do 
rather than have.
The final chapter concludes with a discussion of the themes that intersect throughout 
the implementation process. It also evaluates the contribution of this research to the 
existing body of knowledge, opportunities for further research and the study’s 
limitations.
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Chapter Six:
Conclusion
Introduction
The purpose of this chapter is to present a discussion on the conclusions drawn from 
this study. The chapter evaluates the areas that intersect throughout all the emerging 
themes and proceeds with the theoretical, methodological and practical contributions. 
The chapter concludes by suggesting areas for further research, identifying the main 
limitations and finally offering a personal reflection on the research journey.
6.1 Three Intersecting themes
This section continues to a higher analytical level and evaluates the three themes that 
interrelate. Section one explains how the implementation process resembles an 
improvisation process, recursively connected and continually adjusting to the 
evolving needs, leadership functions and collective practices during early and late 
implementation. The second section illustrates the influence of absorptive capacity in 
relation to prior related knowledge and perceived innovation attributes and the 
importance of integrating CIm with strategy throughout the implementation process. 
The final part argues that the specific characteristics of an industry may influence 
some of the CIm behaviours. Tables 6.1, 6.2 and 6.3 correspond to their respective 
sections in order to illustrate the conclusions drawn.
6.1.1 Implementation o f  a CIm tool: an improvisation process
During the early stages of this investigation, the research process was influenced by
the literature on the adoption of management practices (e.g. CIm tool) and 
conceptualised the implementation process as being linear, which goes through 
initiation/adoption and implementation. Research progressively moved away from the 
assumption that the process is linear and attempted analysis from a processualist’s 
perspective as a process with horizontal and vertical layers that consisted of a set of 
dominant variables, where the actors’ intentions and actions had the primary role.
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However, as collective practice emerged as the dominant theme, then the study 
suggested that future investigations should focus on these collective practices and 
adopt an activity-oriented approach. The following section illustrates why the 
implementation resembles an improvisation process, rather than a planned, linear and 
systematic process.
la) Improvisation and the enforcement by all organisational members
Organisation improvisation, as explained in Chapter Three, is borrowed from 
organisational theory and is much based on the jazz metaphor where musicians create 
real time music whilst continually adjusting to the changing interpretations of the 
other group members, i.e. composing while performing. According to Weick 
(1993:348), organisational improvisation is “about continuously reconstructing 
processes and designs; the creation o f something while it is being performed. ” 
However, as Rasche suggests (2008:232), improvisation needs to be enforced by 
organisational members and not just a small group of people, quoting: “to gain 
strategic momentum, improvisation need to be acknowledged by others and thus 
‘move ’ in some way through the organisation
As illustrated in the previous chapter, collective practices were the dominant way to 
reinforce CIm through the organisation. As the main data was analysed, it became 
evident that the factors that facilitate the implementation of a CIm tool are not 
contextual factors or individual actions but a set of incrementally and culturally 
acquired leadership and collective practices. The analysis found the following 
collective practices: translating the benefits, diffusing responsibilities, working 
towards improving the CIm tool’s 10 standards, assessing CIm, communicating 
changes and improving the tool itself. The term “practice” implies repetitive 
performance in order to become practiced; that is to attain recurrent or routinised and 
collective, and therefore a socially recognised accomplishment of particular actions 
(Jarzabkowski, 2004; Rasche, 2008). Since CIm is a phenomenon that concerns the 
entire organisation (Bessant, 2003), “improvisations need to manifest themselves in 
the shared social practices o f organisational members” (Rasche, 2008:232). These 
practices were more dominant in ExCase, which had practised these activities for at 
least seven years and had realised the need for company-wide involvement, 
investment in training and development, as well as their integration with strategy.
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Therefore, the evidence shows, therefore, that ExCase had a better understanding of 
the collective effort requirements in comparison to NCase. This is consistent with 
other studies that have found that seven (Bessant and Caffyn, 1994) or eight to ten 
(Dale, 1999) years may be required to embed CIm principles, suggesting that 
experience in CIm tools influences the importance of collective practices. However, 
as illustrated, it is not so much the experience in tools that counts but the underlying 
changing behaviours that support collective practices (e.g. Bessant and Caffyn, 1994). 
In other words, what matters is the capability of the organisation and ultimately the 
capability of organisational members to understand the importance of CIm in order to 
institutionalise this across the organisation.
This dominant theme guided the adoption of a post-processualist perspective during 
data analysis. According to Chia and MacKay (2007:238), “a post-processual 
practice perspective views practices as social skills that have been culturally 
acquired, and as such, oftentimes unconsciously absorbed”. In other words, what 
made the distinctive turn towards the post-processualist (practice) approach were the 
emerging themes from the data analysis that revealed that it is the internalised patterns 
of behaviours that play a primary role in the process and not so much the discrete 
variables or the visible doings of actors per se.
lb ) Improvisation and the conception of the implementation process as a 
recursive, emergent and retrospective phenomenon
Chapter Three illustrated how “improvisation ” may fit the conception of formulation 
and implementation as recursively connected, e.g. what is planned is already in need 
of modification (Rasche, 2008). In the context of this study “improvisation” may also 
fit the conception of adoption and implementation as recursively connected, e.g. what 
is adopted is already in the process of implementation. Having implemented a tool 
that promises CIm, people can then look back and conclude that what they have 
adopted is a tool of CIm. For example, in the context of this study the majority of the 
cases when deciding to adopt the HA framework expected that they could use this as a 
marketing tool. For example, at early implementation in NCase and ExCase it was 
perceived that the tool could raise organisational market value or that it may enhance
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external benchmarking sharing. However, having implemented it for some years they 
realised that it was a CIm tool and not a marketing tool. In other words, the decision 
criteria to use the tool as a marketing tool were not met. As the implementation 
process progressed, it was realised it was not possible to meet the sharing of external 
best practice objective. In other words the perceived attributes changed whilst using 
the practice. This echoes the improvisation concept that suggests that decisions can 
only be fixed in a retrospective manner (Rasche, 2008; Weick, 1979) (Table 6.1).
In addition, it was evident that the initiators and coordinators (especially in ExCase) 
acknowledged in hindsight (i.e. after implemented the tool for some years) that 
implementation is difficult and they should have involved more people at an earlier 
stage (see Table 6.1 for links with findings). Previous research (Boer and During, 
2001) has also demonstrated that companies underestimate the complexity of TQM 
and did not invest in increasing the observability of the innovation by demonstrating 
results achieved or by involving more people. Similarly, Rasche (2008:7) in the 
strategy process field argues that one has to recognise “that the meaning o f the 
decision criteria is constituted in the course o f action In other words, the meaning 
of the decision criteria of choosing a tool or distributing the implementation tasks can 
be fixed in a retrospective manner. The participants had to go through implementation 
in order to understand the complexity of the implementation, the necessity of 
involving the wider workforce and the ineffectiveness of the tool to raise 
organisational profile. The findings of other empirical case studies (e.g. Rijnders, 
2002; Rijnders and Boer, 2004; Savolainen, 1999; Jorgensen, et al. 2007; Jorgensen et 
al. 2006) also suggest that there are feasible alternatives, other than linear, for 
companies to develop CIm capability.
The implementation process of a CIm tool was found to be consistent with the 
emergent approach (Whittington, 2001) where the implementation is an incremental 
process that takes time and collective efforts rather than a strategy triggered by 
planned efforts. These practices were retrospectively recognised, especially by 
ExCase, as a significant strategy that facilitated the implementation. This emergent 
and retrospective realisation leads to a descriptive understanding of the 
implementation process as a pattern that emerges over time from the decisions and 
actions of the organisational members. Similarly Mintzberg and Water (1985) (as it
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was illustrated in Chapter Three) argue that a realised strategy is a convergence of 
intended and emergent strategy during which deliberate managerial intentions, the 
subsequent implementation efforts and the unexpected emerging developments 
“together result in resources being allocated, strategic positions being taken up, and 
performance being achieved” (Sminia, 2009:99)
1c) Improvisation and the need to consider every employee as a strategist
According to Rasche (2008:236), “improvisation asks practitioners to consider every 
employee as a strategist” Similarly, CIm implementation requires everybody to have 
knowledge about CIm and company-wide participation. The evidence of this study 
suggests that although the need for change was identified by senior management, the 
implementation process was driven by a team of individuals who exerted a form of 
organisational leadership function by promoting success stories, removing the “not- 
invented here” syndrome, rewarding and leading by example (APQC, 1997; O’Dell et 
ah, 1997, 1998). The role of these individuals has been emphasised in CIm (e.g. 
Caffyn, 1997; Boer et al. 2000) and innovation process studies (Van de Yen et al. 
2000; Roberts and King, 2000; Rogers and Shoemaker, 1971). All these practitioners 
(initiators, coordinators and facilitators) tended to come from different organisational 
levels and used a number of arguments to encourage action and a number of 
justifications to persuade others of the benefits in order to legitimate and connect the 
new tool with the values of the business (see Table 6.1 for connection with findings).
The role of these actors is a theme with limited attention in the generation and 
adaptation of practices (Jarzabkowski, 2004). Bessant (2003) also points out that if 
learning and knowledge management are so important in the process of CIm, then we 
should look at who is involved in this core renewal process. The role of key actors in 
introducing new practices and adapting them to the local circumstances is important 
to the legitimisation of the practice. Within the context of this study, the roles of these 
leadership functions were crucial for the regular occurrence of collective practices and 
to the translation of the tool’s standards due to its complexity. These leadership roles 
did not function in isolation but in a complementary way. However, the majority of 
employees were just following the changes that were triggered by the implementation 
of the CIm tool. Unfortunately, as illustrated in the previous chapter, this lack of 
involvement was one of the major perceived barriers, especially for NCase.
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In conclusion, organisation improvisation (Weick, 1993; Rasche, 2008) may agree 
with the CIm implementation theory (Bessant, 2005) where the process is achieved 
through the high level of involvement of the workforce, the recursiveness and 
therefore improvisation of behavioural practices. The evidence in this study showed 
how the implementation, as a form of improvisation process, started on the individual 
level, when senior management recognised the need to adopt a CIm tool. Having 
identified the need to adopt, the initiators diffused the responsibility to coordinators 
and facilitators. Incrementally, the implementation became a collective practice. 
However, this was more evident in ExCase, where individuals had realised that CIm 
requires company-wide efforts.
Collective practices were found to be facilitated by the wider involvement of 
employees, senior management support that legitimised the forthcoming incremental 
changes, the prior related knowledge with CIm tools and the learning culture of the 
organisation. However, as the CIm literature emphasises, the learning capability of 
CIm does not depend on having or not having CIm tools. The learning capability 
becomes apparent when the related activities become internalised and embedded into 
organisational culture to the point of routinisation, i.e. the collection of routines that 
show that CIm is “the way we do things around here” (Bessant, 2000). Kyriakidou 
and Gore (2005) also stressed the importance of collaboration and team-work 
embedded in the culture of hospitality organisations when adopting best practices. 
The competitive potential emerges from the development and renewal of these 
clusters of behavioural patterns “which take time to learn and institutionalise and are 
hard to copy or transfer” (Bessant and Francis, 1999: 1106).
Id) Improvisation and the CIm tool as a structured template to reflect, to 
prospect and to categorise their old and new processes
As it was illustrated in the previous chapter, the practitioners of the study used the 
ostensive properties (Feldman and Pentland, 2003) of the framework of the CIm tool 
(e.g. the 49 requirements) as a structured template to reflect, to prospect and to 
categorise their old and new processes. The practitioners were improvising around 
these 49 streams (see Table 6.1 for link with findings). According to Rasche
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(2008:235), improvisation around structured streams takes into consideration the daily 
tendency of organisational members to think in categories of issues rather than 
decisions. Within the context of this study, improvisation moved through the 
organisation through these recursively occurring behavioural practices that the wider 
workforce was engaged with.
These resulting effective practices may be turned into “standardised best practice” 
(Benner and Tushman, 2003) or a “code of practice” (Jarzabkowski, 2004). Although, 
the recursiveness in this practice implies improvisation in the existing routines and 
structured streams, it has also been associated in the strategic management literature 
with stability, duration and the potential to hinder the ability to change (Jarzabkowski, 
2004). To paraphrase Clark (2000:67), while recursiveness is always improvised 
equally there can be some durability about recursiveness that may hinder efforts to 
change those socially recognised practices. For example, in ExCase there were 
concerns about how it was getting more difficult to achieve incremental improvement 
in areas where they repeatedly achieved high assessment scores. Bessant (2003:164) 
has also argued that it becomes increasingly challenging “to close the gap with the 
best, who do you benchmark against in order to find new areas to improve?” 
Therefore, the perceived attributes developed while using the practice are also 
consistent with the concept that the properties of a practice are open to interpretation 
according to how they were put to use, which in turn is influenced by the actors’ 
intentions (De Certau, 1984; Jarzabkowski, 2004).
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6,1.2 Absorptive capacity and strategic posture
2a) The implementation depends on the type of identified need
According to Szulanski (1996:28), a decision to transfer internal best practice inside 
the firm begins “when both a need and the knowledge to meet that need coexist within 
the organisation, possibly undiscovered”. As illustrated in Chapter Two, a firm’s 
absorptive capacity can be translated as an “enthusiasm for knowledge” and a “drive 
to stay ahead in knowledge” (Leonard, 1995). In the context of this study the decision 
to transfer an external performance measurement framework (CIm tool) inside was 
seen by all the CaseN and CaseEx respondents as a reaction to the need to improve or 
as a solution to a performance problem. An additional driver was the opportunity to 
benchmark; however, this need was identified and strategically linked only in CaseEx 
organisations. Cohen and Levinthal (1990) argue that a firm’s absorptive capacity 
depends on the structure of communication between the external environment and the 
organisation, as well as on the character and distribution of expertise within the 
organisation. In this study the identification of the need to adopt was acknowledged 
by senior managers who are committed and actively involved through networking in 
the hospitality industry (see Table 6.2 for links with findings)
Studies have shown that CIm should be practiced under a clear and agreed strategic 
framework which includes long-term and short-term targets that should be clearly 
communicated to all employees (Bessant, 2003; Bessant et al. 1994; Gieskes et al., 
1999). In this study it was illustrated how difficult it was for NCase to manage CIm 
strategically. Nonetheless, when this was attempted, as in ExCase, it became apparent 
how this approach contributed to the integration of CIm with strategic goals. 
According to Zahra and George (2002: 149,185), the strategy literature emphasises 
the innovation-création (knowledge creation and utilisation) aspect of absorptive 
capacity and its role in stimulating the development of other organisational 
capabilities for competitive advantage. Research has also concluded that effective 
internal transfer of best practices occurs in learning organisations, which needs 
organised strategy, a clear business focus and understanding of the enablers/inhibitors 
of the process (APQC,2003). The ExIntConf case illustrates how a company adopts 
CIm tools based on competitive benchmarking (see Table 6.2 for links with findings).
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The importance of benchmarking is also confirmed by the literature (APQC, 2003; 
Davies and Kocchar, 1999). Other empirical studies that are focused on the hospitality 
industry have also emphasised the importance of benchmarking in the strategic 
planning process through encouraging the appreciation of a firm’s relative position 
(Phillips and Appiah-Adu, 1998; Cert, 2000; Hwang and Lockwood, 2003).
According to Alergo and Graff (2008:409), the majority of hospitality organisations 
lack strategic vision, i.e. the ability to assess and to position themselves in it. The 
majority of NCase did not identify external competitive benchmarking as an 
organisational need. On the other hand, in ExCase the need to adopt CIm tools was 
strategically linked with competitive benchmarking. When the recognition of this 
need and the benefits of the implementation are recognised by the wider workforce 
and not only by the senior management, then the implementation process tends to be 
more intensive and integrated into the culture of the organisation. Research to 
understand what prevents the transfer of high performance work practices across a 
company (Szulanski, 1996) suggests that knowledge-related barriers clearly dominate 
motivation-related barriers. In other words, it is not that the organisations do not want 
to learn but because they do not know how. In the context of this study, top key actors 
of the process, such as the coordinators, were not aware of the organisation’s strategic 
issues and in some cases had no access to it (see Table 6.2 for links with findings). 
Jones and Parker (2008) have identified benchmarking and CIm as two important 
elements of strategic operations implementation in the hospitality industry, which 
should be integrated with strategy. However, it was evident in the majority of new 
adopters that CIm and benchmarking were not integrated with the strategy of the 
organisation.
2b) The implementation depends on the type of knowledge to meet the identified 
need
Prior relevant knowledge represents a fundamental dimension of absorptive capacity 
in allowing organisational members to recognise both the potential and importance of 
new information (Cohen and Levinthal, 1990; Szulanski 1996).
In the context of this study, prior related-knowledge is not only based on strategic 
issues but it is also based on the practitioners’ hospitality industry experience and CIm
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tool experience. As illustrated in Chapter Two, individuals with a diverse knowledge 
background have increased potential to assimilate new information, relate it to what is 
already known and finally make new associations and linkages (Cohen and Levinthal, 
1990). For example, all the initiators had years of experience in the hospitality 
industry, they were aware of the peculiarities of this industry and their experience and 
initiative shows their commitment (see Table 6.2 for links with findings).
Another example of prior related knowledge is that ExCase had had previous 
experience of other CIm tools. It was evident that ExCase firms had identified the 
need for collective practices and were actively engaged in activities to improve the 
tool itself through participating in pilots of the updated tool or through providing 
recommendations to forums (see Table 6.2 for links with findings). This confirms 
previous studies, which suggest that learning tends to be more successful when the 
recipient already has related knowledge (Cohen and Levinthal, 1990). As a result, 
learning a new practice in a new domain will be more difficult, as illustrated through 
NCase. Moreover, the deeper the material is practiced the better its later retrieval will 
be. Subsequently, if the learning of a new practice is discontinued before it has been 
reliably learned, as was illustrated in NUniCat, then little transfer will occur to the 
next step of the practice (Cohen and Levinthal, 1990). The internal communication 
structure of the organisation also influences organisational absorptive capacity. In the 
context of this study it was illustrated how the knowledge transfer and the consistency 
of the implementation of the standards was inhibited within the organisations with 
multiple units.
The innovation literature illustrates that the qualities that individuals assign to an 
innovation (Wolfe, 1994) influence the adoption process. For example, all the 
initiators and coordinators recognised and adopted the management practice due to its 
perceived properties of compatibility and adaptability (Rogers, 1983) with the existing 
business values (see Table 6.2 for links with findings). In other words they absorbed 
the use-related tool information better due to these perceived properties e.g. it was 
customer and hospitality focused and this was its relative advantage compared to 
competing frameworks such as HP and ISO. This has also been explained in the 
literature through the notion of absorptive capacity (Cohen and Levinthal, 1990),
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where external practices are selected and understood because they are similar to the 
existing structures of the firm (Jarzabkowski, 2004).
According to Nonaka (1994) organisational learning is understood as a social process 
of interaction of tacit and codified knowledge through the intense and regular 
interactions between individuals (where information is generated and exchanged, 
shared and potentially accepted) and hence by the organisation as a whole. As 
illustrated in Chapter Two, codified knowledge is explicitly captured in records of the 
past such as libraries, archives and databases and then transmitted in a formal 
systematic language (Nonaka, 1994). As shown in the findings section, the majority of 
NCase did not have systems in place to capture or stimulate their continuous 
improvement efforts.
Moreover, the observability of the CIm tool was only low in the actors that were not 
actively involved in the implementation process. For example, a common expression 
from the NCase followers was the “things we do for Hospitality Assured, we were 
doing them anyway”. However, as it was identified by the majority of participants, the 
awareness of the implementation benefits were much higher when employees were 
actively involved in the implementation activities. In other studies (e.g. Boer and 
During, 2001) companies did not pay sufficient attention to increasing the 
observability of TQM by demonstrating results achieved. As it was shown in this 
study, the observability of a CIm tool was increased when active engagement to the 
implementation was achieved. Then the participants could link the results achieved 
with their efforts better. As Boer and During (2001) argue, compared with other types 
of innovation TQM and in this case CIm takes a long time to implement and 
essentially this process never finishes, therefore it is critical to keep the process alive 
by engaging everybody.
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6.1.3 Contextual differences: industry matters
The literature suggests that CIm maturity is something that can be achieved if 
managed properly, irrespective of contextual influences such as those stemming from 
socioeconomic, cultural, industrial or institutional factors. In other words, the 
literature argues that whether CIm is successful or not depends entirely on 
management (Dabhikar, et al. 2007; Martinsuo and Smeds, 2000; Boer et al. 2000). 
However, the findings in this study illustrate that the special characteristics of the 
hospitality context such as high staff turnover, lack of skilled staff and lack of 
organisational commitment do inhibit the collective (un)leaming and improvisation 
during the implementation process.
Overall, it was evident that the implementation process was hindered by the 
(un)leaming, and transfer problems caused by a number of factors such as low staff 
involvement due to transient staff, lack of belief as well as lack of career-minded and 
low-skilled staff (see Table 6.3 for links with findings). High employee turnover has 
been a crucial problem in the hospitality industry and has been accused of being 
costly, affecting the quality of service (Johnson, 1981) and potentially leading to 
employee morale problems. Silva (2006:317) argues that some of the reasons 
attributed to this problem are low compensation, inadequate benefits, poor working 
conditions, poor worker morale and job attitudes and inadequate recruitment.
According to People 1st (2006), full-time workers in hotels and restaurants work more 
hours than the average working week for all sectors and their typical wage is almost 
half the average wage for all industries. Therefore, it is not surprising that hospitality 
and tourism firms report problems in finding career-minded and skilled staff. Bonn 
and Forbringer (1992) suggest that improved recruitments and selection procedures, 
retention programmes combined with monetary and educational incentives and child­
care programmes may also assist in reducing turnover. For example, ExStaffCat is a 
good case with high staff retention where participants emphasised the importance of 
receiving good benefits and getting paid higher than the average industry salary. 
Participants also expressed their appreciation about the personally designed training 
programmes that aimed to develop their skills. In many cases, participants also 
acknowledged the fact that employers, especially in small (e.g. ExIntConf) or large
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independent (e.g. NHotel) and multi unit organisations (e.g. NConCat) recognised 
them by their name and not by a number (see Table 6.3 for links with findings).
Manley (1996) argues that organisations that value long-term employment should 
develop a culture of belonging. However, long-term employment is not enough for 
organisational commitment. Organisational commitment is demonstrated through the 
strength of an individual’s identification and involvement with a particular 
organisation, his or her strong belief and acceptance of organisational goals and 
values, a willingness to exert considerable effort on behalf of the organisation and a 
definite desire to maintain organisational membership (Porter et al. 1974:604). The 
evidence of this study showed that the key practitioners with key leadership functions 
in initiating, co-ordinating and facilitating the implementation process were also 
individuals with a willingness to exert considerable effort on behalf of the 
organisation or were committed to the organisation or to supervisors (see Table 6.3 
for links with findings).
Research has also suggested that organisational commitment consists of four factors: 
commitment to the organisation, to top management, to immediate supervisors and to 
work groups (Becker, 1992). For example, the majority of the practitioners who were 
actively engaged in the process were either from senior management positions or were 
individuals encouraged to participate by the inspiration received from the leadership 
skills of their supervisors (see Appendix IX for Database of participants and their 
roles). For example, the practitioners that were involved as initiators or coordinators 
were either from senior management positions with job tenure (e.g. CEO of 
ExIntConf, Executive Chef of NHotel, Business Excellence System Coordinator of 
ExIntConf ) or Directors who were new to the position but were keen to bring change 
to the organisation (e.g. Director of ExConfTrain, Human Resource Manager of 
NConCat). The facilitators were practitioners from more operational levels (e.g. 
Operations Manager in Cleaning Services, Events Manager, and Assistant Back of 
House Manager). On the other hand, the followers were either temporarily working in 
the company (e.g. HR Apprentice) or were from lower operational levels (e.g.. 
Catering Assistant, Gardener).
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Previous research has also indicated that the most critical aspect of innovation in the 
hospitality sector are the employees (Ottenbacher & Shaw, 2002). Another study 
found that empowerment and employee commitment (Ottenbacher at al. 2005) are 
critical for independent and chain-affiliated hospitality innovations. Therefore, 
securing organisational commitment is important for the participation of employees in 
the CIm activities. According to Maxwell and Steele (2003), commitment can be 
encouraged by extending the job scope but not necessarily the workload or allowing 
role conflict. In hospitality this can be done through multi-skilling or functional 
flexibility. Multi-skilling is the training of staff so that they are able to work in more 
than one job position within the operation. According to Jones and Parker (2008:350) 
multi-skilling can enhance staff retention and teamwork, especially among part-time 
employees. Multi-skilling can also enhance individuals’ absorptive capacity since 
individuals with diverse knowledge backgrounds have increased potential to 
assimilate new information better, relate it to what is already known and finally make 
new associations and linkages (Cohen and Levinthal, 1990). Riley (1980) argues that 
one positive effect of labour mobility to other organisations is the development of 
skills. Wood (1992) also argues that high labour turnover among hotel staff should not 
necessarily be seen as negative for hotels. The development of skills can be crucial for 
the hospitality industry, where best practice adoption is inhibited by the lack of skilled 
labour (Hwang and Lockwood, 2006), considering the fact that highly qualified 
manpower and technologies enhance the innovative potential in other industries 
(Hjalager, 2005; Pikkemaat and Peters, 2005).
Ottenbacher et al (2005) argue that hospitality services with a high level of 
intangibility and simultaneous production /consumption rely heavily on the skills and 
experiences of employees that deliver those services. However, in the context of this 
study, there were problems with people embracing “new ways of doing things” and 
with unlearning the old ways of doing things. Some interviewees also expressed 
concerns about the problems they encountered with the inability of employees to learn 
to practice new rules and procedures (see Table 6.3 for links with findings). In the 
literature one important barrier that influences the low occurrence of innovation in the 
hospitality and tourism sector is also attributed to knowledge transfer problems. 
Siguaw et al. (2006) argue that a firm’s success may rely more on developing 
capabilities for innovation such as learning, acquiring, transferring and . using
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knowledge and less on specific innovations (Enz and Harrison, 2008). Connolly and 
McGing (2007) argue that hotels could link competitive advantage with high 
performance practice through development and utilisation of their human resources, 
since staff involvement is the critical factor in any high performance practice. Despite 
the evidence of skills problems, Peoplelst research (2006) shows that levels of 
training are still below average. Firms in this sector are as likely to plan for training as 
other companies but are less likely to have a training budget and over a third have no 
formal skills planning of any kind.
T a b le ô ^ ^ Jn d u s try m a tte ^ ^  conclusions with findings
Key findings Conclusion j
- high staff turnover, lack o f  skilled staff and 
lack o f  organisational commitment inhibit the 
collective activities o f  the implementation 
process
The specific characteristics o f  an industry 
may influence some o f  the CIm behaviours
Section from findings 
Practitioners/ leadership roles
Enablers/ collective practices, training and staff 
development
Barriers/ low staff involvement in collective 
practices,
industry problems/ high staff turnover/lack of 
career minded staff/multi-unit nature of 
hospitality organisations/conservative strategic 
posture
Industry problems supported by previous 
research:
(Hjalager; 2005; Alergo and Graff; 2008; Enz and 
Harrison, 2008; Dubé et al. 1999; Bowen et al. 
2003; Jones, et al. 2004; Hwang and Lockwood, 
2006; Kyriakidou and Gore, 2005; Pizam and 
Croes, 2007; Ottenbacher and Shaw, 2002; 
Ottenbacher at al. 2005)
Left column: key findings and section headings and subheadings from Chapter Five
Right column: intersected conclusion and previous research that emphasises industry problems
In summary, the evidence suggests that the implementation process may resemble a 
process of improvisation. However, according to Rasche (2008) improvisations may 
gain strategic momentum but only when they are relevant to the entire organisation 
and not just a small group of people. The evidence in this study has illustrated how the 
activities of people engaged in CIm implementation depend on one another and how 
this mutual dependence interlocks their behaviour in a way for collective practice to
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occur. According to Rasche (2008), when people show commitment to an 
improvisation, that behaviour allows improvisation to move through the organisation 
and incrementally to be socially accepted thus making its way onto the strategic 
agenda. This behaviour is becoming evident in the ExCase, especially to ExInConf 
and ExConfTrain where CIm is integrated with strategy, is supported by training and 
personal development, the competitive potential need is identified and then diffused to 
all organisational levels.
Finally, the emerged themes in this study suggest that the implementation process of a 
specific CIm tool might be dependent on industry problems such as the lack of career- 
minded staff and the high staff turnover. Therefore, it suggests that CIm might not be 
a generic business activity as the majority of the literature assumes (Dabhikar, et al. 
2007; Martinsuo and Smeds, 2000; Boer et al. 2000). This study confirms other 
empirical studies (Rijnders, 2002; Savolainen, 1999; Jorgensen, 2003) that suggest 
that specific characteristics of an organisation and, in this study, the specific 
characteristics of an industry, may render some of the CIm behaviours more important 
than others in terms of CIm implementation. For example, codification, transfer and 
adherence of knowledge are often difficult to achieve especially in the hospitality 
sector where people and capital move often (through franchise agreements) and where 
there is a lack of managerial skills and human resources management (Hjalager, 
2005). This echoes the evidence that suggests that implementing tools designed to 
enable CIm “must, o f necessity, involve a high degree o f configuration and adaptation 
to suit local circumstances” (Bessant, 2003:211).
249
Chapter Six: Conclusion
6.2 Contribution
The findings make some important theoretical, methodological and practical 
contributions. They are outlined in the following section.
6.2.1 Theoretical contribution
There is an increasing demand in contemporary streams of strategy for a more micro­
perspective in research. This thesis evaluated the contributions and limitations of 
adopting the traditional strategy process perspective and adopted the s-as-p 
perspective. S-as-p suggests that practices gain meaning when they are studied in their 
implementation, use or application (De Certeau, 1984; Jarzabkowski, 2004). This 
study is relevant with the concerns of the practice perspective by focusing upon the 
implementation of a tool-in-use. By adopting a practice theory perspective (Feldman 
and Pentland, 2003:105) the researcher was able “to understand the ostensive and 
performative aspects o f organisational routines as recursively related, with the 
performances creating and recreating the ostensive aspect and the ostensive aspect 
constraining and enabling the performances”. The evidence of this study has 
illustrated how practitioners used the CIm tool as a template to create a structured 
improvement (ostensive aspect) and how they modified and adapted the tool 
requirements to their needs and organisational values (performative aspect). By using 
the s-as-p approach, the study has illustrated how the early and late implementation is 
temporally interconnected and linked with the practical performance of the people 
involved in the process. Therefore, the findings of this study are relevant with the 
concerns of the s-as-p perspective (e.g. Jarzabkowski, 2004), which is a new and 
largely empirically under-researched area of strategy (Jarzabkowski and Spee, 2009).
It has been identified that more research is needed in order to identify the evolution of 
the behavioural practices in implementing CIm an area which has received little 
attention (Bessant et al. 2001). Hence, the results of this research are relevant to the 
innovation implementation literature. In particular, they contribute to the existing 
body of knowledge on CIm implementation (Bessant, 2003) by providing evidence of 
its non-linearity (similar to researchers such as Rijnders and Boer, 2004; Savolainen, 
1999). The emerging themes extend and elaborate the fact that CIm is not something
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that organisations have through CIm tools but is something that organisations should 
constantly be reaching for through collective practices, or what Bessant (2003) has 
called “high involvement innovation”. Therefore the emerging themes suggest that the 
implementation process is not guided by linear activities but by a process of 
improvisation that requires the commitment of many organisational members and not 
just a small group of people.
Although this study did not investigate the link with performance, the dominant theme 
of “collective practices” may contribute to the studies that are in favour of the non­
linear relationship of CIm implementation, where specific behaviours have a stronger 
relationship with certain areas of performance (Savolainen, 1999; Jorgensen, 2003; 
Rijnders, 2002; Jorgensen et al., 2006). This study therefore addresses some serious 
limitations of previous research that focused on discrete decisions (Leseure et al. 
2004) rather than patterns of decisions and actions that accumulate into strategy over 
time or those that have failed to view the process from multiple perspectives. This 
study addressed these limitations by adopting a more holistic approach to the 
implementation process. Therefore, it contributes to the limited number of studies that 
view the implementation holistically, rather than in a linear way and actually 
describes how CIm is practiced and integrated within firms, i.e. as something that 
people do rather than have.
Finally, by utilising a practice perspective to better understand the implementation 
process of a CIm tool, this thesis contributes to the existing research on best practice 
adoption in the hospitality context (e.g. Bowen et al. 2003; Dubé et al. 1999). The 
study’s focus on firms in the hospitality industry found that certain industry problems 
such as the high staff turnover, lack of career-minded staff and the multi-unit business 
nature can make the standards vulnerable. These findings suggest that industry 
context affects CIm implementation; hence it demonstrates that any strategic 
implementation within hospitality organisations require research that is relevant to the 
industry and therefore provides a potentially novel service sector perspective.
6.2.2 Methodological contribution
Chia and MacKay (2007) suggest that rather than methodological concerns, it is the 
theoretical unit of analysis that must be revised in the emerging strategy-as-practice
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perspective. This research investigated the implementation process of a CIm tool and 
concluded that collective practice significantly influences the internal life of the 
process. It therefore contributes to the recent call amongst organisation theorists for 
the adoption of an alternative ontological stance, which views organisations as 
processes and “things” as secondary conceptual abstraction (Chia & Langley, 2004; 
Tsoukas & Chia, 2002).
The existing understanding of innovation processes such as those of implementing 
CIm seems to follow a similar pattern similar to the one mentioned in the innovation 
literature; a linear, neatly-structure stage-process sequences with a subsequent 
investigation of a range of other non-liner process models. According to Jorgensen et 
al. (2006) CIm process theory is only at the beginning of the same process. The 
application of a “process” rather than a “variance” approach enabled the research to 
view CIm as an emergent process of becoming and improvising rather than as a 
process of discrete events. This way of thinking directed the research on the ‘how to’ 
question with regard to CIm implementation. By using the s-as-p approach, this study 
contributes to the limited amount of research that actually describes how CIm is 
practiced and integrated within firms through the use of tools. The study found that 
the collective practices are the processes that result from the connection of events and 
without their connectivity, collectiveness and continuity none of the emergent factors 
(e.g. level of involvement, (un)leaming etc) could have emerged.
6.2.3 Practical contribution
Performance management frameworks and quality accreditation schemes are being 
increasingly identified as an important strategy in service for the goal of CIm. 
However, there appears to be a lack of research into how hospitality firms adopt and 
manage these initiatives in their organisational environment. Better knowledge in 
managing CIm implementation may help in defining and identifying what kinds of 
improvement are needed and their contribution to the strategic operations (Allergo 
and Graff, 2008). This research has produced knowledge in this area and is likely to 
contribute to the case study organisations, the owning organisation of the CIm tool 
and to the hospitality industry per se. The following are some recommendations:
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1. Case firms
People are central to all aspects of the hospitality industry and they represent an 
important competitive resource. The involvement and participation of people was one 
of the critical implementation problems. Another significant challenge was the issue 
of recognising the importance of integrating CIm with strategic goals. Case firms 
need to reinforce their reflexivity and control regarding the way they can adapt the 
CIm tool to their organisational needs. In particular, the following recommendations 
are made to the case firms:
■ Company-wide participation should be sought and sustained throughout the 
implementation through collective practices. All employees should be encouraged 
to become involved and responsibilities for implementation diffused (front and 
back of house, temporary and permanent).
■ It requires top management commitment and involvement in terms of resource 
allocation, bringing departments together and increasing the observability of the 
results.
■ The organisational commitment of employees who take up leaderships functions 
through initiating, co-ordinating and facilitating should be rewarded. The 
implementation process requires people with social and managerial skills.
■ The absorptive capacity of employees should be enhanced by creating an 
(un)leaming culture, e.g. through multi-skilling, enabling diverse knowledge 
through diverse roles, removing the "not invented here syndrome”, disseminating 
lessons learned to other parts of the organisation and from learning from others 
outside the hospitality sector.
CIm implementation requires bottom-up creativity and top-down strategic drive. 
It should be linked with strategy and the market with reinforcement through 
appropriate training and personal skill development.
2. Institute of Hospitality
The need for compatible CIm tools that can adapt to the peculiarities of the hospitality 
sector is of major importance. Therefore, it is not only essential for organisations to 
adapt to the requirements of the tool but the tool itself needs to adapt to the needs of 
the organisations and to the changing environment. In particular:
■ The reliability of the assessment process should be reinforced; it should become 
more transparent and the recommendations clearer.
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■ Experienced hospitality practitioners could also participate as assessors.
■ The language of the tool should become more user-friendly.
■ It is clear that the Institute of Hospitality needs to offer more opportunities for 
sharing best practice/experiences within and outside the industry.
■ The Institute of Hospitality needs to raise the market value of the tool and work 
on promoting the scheme to customers.
3. Hospitality industry
The findings are useful for companies considering engaging in, or stepping up, their 
CIm activities. The greatest opportunity for hospitality enterprises to work smarter is 
to recognise the need for developing and sustaining a business strategy that re-invests 
in innovative practices and support the individuals and organisations that can facilitate 
such investments. People should not be seen as part of the problem but be recognised 
as part of the solution. People are the greatest asset and competitive source in the 
hospitality industry but that is not enough. The hospitality industry should invest in 
mechanisms whereby this significant resource can be used to create and sustain 
competitive advantage. Hospitality organisations should invest in developing strategic 
human resource management in order to attract career-minded staff and decrease the 
high staff turnover. Hospitality organisations need to work harder in order to manage 
the turnover culture. Such efforts should be especially intensified in periods such as 
economic downturns where hotel managers tend to respond by cutting operational 
costs (PKF, 2008). If hospitality and tourism businesses want to survive into the phase 
of an innovation-based economy, they have to:
■ Continuously develop and adopt new products, services, business models, work 
processes and management techniques.
■ Invest in the careful selection of employees.
■ Employ training, empowerment and strategic resource management.
■ Make work environments more attractive for employees.
It was evident from the case studies that some organisations were operating below or 
just at the minimum level of the acceptable standards of the CIm tool. Although the 
findings cannot be generalised, a concern can still be expressed as to whether the UK 
hospitality industry can meet the high standards set nationally and internationally. 
Hospitality as a market-driven service industry should invest in mechanisms that
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enable pro-activeness in formulating the industry’s own standards designed to meet its 
national and international customers’ expectations. Standards not specific to the 
hospitality sector cannot cover the multiplicity and diversity of hospitality and tourism 
services. Hospitality industry associations should also focus on:
■ The development of regional, national and international CIm and innovation 
promoting incentives.
■ The development of networks and programmes that encourage the consistency 
and development of industry standards through the usage of CIm, benchmarking 
tools and peer-to-peer learning both in and out of the industry.
6.3 Limitations of the study andfurther research
The study has a number of limitations. First of all the study focused only on the UK 
hospitality service industry and did not include organisations from other countries or 
sectors. The focus of the study was on the implementation of a specific CIm tool. 
Therefore, CIm capability was not explored.
The focus of the strategy-as-practice research agenda lies on the production and 
reproduction of strategic action, rather than seeking to explain strategic change and 
firm performance (Jarzabkowski, 2008; Johnson et al., 2007; Whittington, 2007). 
Subsequently the explorative stance in this research and the associated qualitative 
approach did not intend to determine the statistical significance of the data. It is 
maintained that a positivist research methodology was not required for this study and 
that rich, qualitative data was the appropriate approach, which is consistent with the 
practice perspective that affords a perspective on strategy at multiple levels of action 
and interaction (Jarzabkowski, 2005; Johnson et al., 2003). However, Bryman (1988a: 
115) argues processual studies with semi-structured interviews as a primary method of 
data collection have been accused of an absence of a sense of process compared to 
participant observation studies. The researcher tackled this to an extent through 
multiple sources of evidence such as observation of meetings and longitudinal 
assessment reports of external consultants.
Also the collection and analysis of the information may be limited by personal biases 
of the researcher and/or participants. However, every possible attempt was made to
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establish the quality of data collection and production through multiple sources of 
evidence and through subjecting the research to the relevant critical community.
The findings of this study have several implications for future research.
1. This research focused on one type of practice (CIm tool) therefore the CIm 
capability was only partially explored. Further research is needed into the 
investigation of other practices such as collective practices that lead to the 
development of CIm capability.
2. Although there is a plethora of studies on CIm tools in manufacturing firms 
(Francis and Holloway, 2007), there is a need for more research on the behavioural 
aspects of the CIm implementation process (Bessant, 2003) in the hospitality sector. 
Although research shows that there are implementation problems on the process of 
CIm, the existing CIm theory has been developed for/in the manufacturing sector 
(Bessant, 2005) while the behavioural aspects of the process are under-explored. 
There are also very few publications modelling the processes of CIm implementation, 
most of them tending to be empirically weak and portraying CIm as a linear, simple 
process rather than a network of complex processes (Rijnders & Boer, 2004).
3. This research used multiple sources of evidence appropriate to a qualitative 
research methodology for collection of process-based information. Future researchers 
can adopt a combination of quantitative and other qualitative research methodologies 
to further enhance the relevance and reliability of the results of the study.
4. While innovation and CIm implementation is an important force of economic 
growth, research in this domain in the hospitality industry is still under-explored 
(Hjalager, 2002). It is very important for hospitality organisations to develop 
capabilities of exploratory and exploitative innovation in order to understand each 
innovation’s potential so they can incorporate them accordingly into their operational 
and strategic agenda (Bessant, 2003). However, there is a great need for research that 
is focused on hospitality organisations and their capabilities towards the following 
(see Appendix IV for definitions):
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■ incremental exploitation (exploitative capabilities that lead to continuous 
improvement or “do better innovation”),
■ radical exploration (exploratory capabilities that lead to radical innovation in new 
and uncharted territories) or
■ continuous innovation (organisations that have the capabilities to innovate both 
radically and incrementally)
5. If the implementation of CIm is a continuous process of becoming, then the 
analytic attention of future studies should be directed towards those practices (CIm 
tools, collective practices) that are associated with the activity of becoming, reaching 
and working towards CIm. The comparative analysis of multiple case studies 
highlighted differential skill levels and applicability of practices (between NCase and 
ExCase) within particular activities and contexts.
Therefore, this thesis argues that the analyses of the implementation of a CIm tool 
from an activity perspective could contribute to our understanding of the skills, 
activities and practices used during that implementation process. By taking the 
activity system as a starting point, future studies could place priority on activities and 
practices, instead of individuals and organisations and their processes. The application 
of the activity theory framework (that locates the activity system as the unit of 
analysis) may offer an interesting strategy-as-practice research opportunity; an 
approach that has not yet been utilised in the context of CIm implementation. In 
particular, the application of the third activity theory development seems most 
suitable for analysing the interrelated activity systems of early and late 
implementation, that account for dialogue and multiple perspectives of human 
practices whereby several individuals are collaborating in carrying out mediated 
activity (Engestrom, 2001) (see Appendix XVI) .- Finally, the social and cultural 
requirements of activity theory resonate with the underlying behavioural concepts of 
CIm.
A key limitation of the application of activity theory in the future research is its lack 
of support for predicting human behaviour. Even though the activity theory 
framework can help to identify contradictions in the phenomenon being examined, 
solutions cannot be identified nor future behaviours predicted. This is due to the
2 5 7
Chapter Six: Conclusion
activity theory’s emphasis on understanding human practices historically from the 
practitioner’s view point, but not on the prediction of future behaviour (Engestrom, 
2001).
6.4 Personal reflection on the research journey
Usually the PhD research process follows specific stage-steps. For example, first the 
researcher reviews the literature, then identifies the research gap, progressively 
develops a conceptual framework, then (s)he finds the appropriate paradigm that is 
aligned with their assumptions about reality, and finally proceeds to the data 
collection and analysis. This research process was much messier than the usual stage- 
research approach. To frame the study ontologically, epistemologically, and 
methodologically the research purpose needed to be revisited, different research 
approaches investigated, views about reality considered and re-considered and the 
positioning of self within the research process.
Due to the fact that this is exploratory qualitative research, the literature had to be 
referred to many times whilst analysing the data in order to identify where the 
emerging themes could be located and how they could be analysed. New elements to 
the literature needed to be added (chapter two) and the following assumptions about 
ontology and epistemology had to change:
■ Literature review: Chapter Two presents the literature review both on best practice 
adoption, which was conducted prior to the main study and on the implementation 
of CIm which was added while analysing the empirical evidence of the main study
■ Ontology: Chapter Four presents the transition from social constructionism 
towards critical realism, and from perceiving the phenomenon as being a noun 
(e.g. implementation, contextual factors) towards perceiving it as a verb (e.g. 
implementing, practicing, improvising).
■ Epistemology: Chapter Four presents the transition from a processual and 
contextualist study of change towards a practice study of change represented by 
emergent collective practices.
■ Methodology: Chapter Four presents the transition from individual constructions 
(preliminary study) to critical multiplism (main study).
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According to King (2004), qualitative researchers need to reflect on the nature of their 
involvement in the research process and how this involvement influences its 
outcomes. This constant reflection necessitated a more critical analysis of readings; it 
led the researcher beyond her comfort zone to consider other alternatives and the 
consideration of a possible reformulation of the research purpose. For example, it was 
realised that the differences between critical realism and social construction (e.g. 
“there are so many constructions of knowledge that there is no way of choosing 
among them’ versus ‘reality exists but it can only be incompletely understood”) are 
more differences of degree and emphasis. Eventually critical realism was adopted 
because it takes social constructionism one step further. By adopting this 
epistemological reflexivity the positivistic assumption (that reality exists ‘out there’ 
waiting to be captured by the researcher) or the constructivist assumption (that 
relativist- realities exist in the form of multiple mental constructions) was rejected. 
The researcher incrementally found in postpositivism a “comfortable philosophical 
home” and thus acknowledged that the attempts to understand the implementation 
process are limited and can only be approximate. There were times when questions 
were raised as to whether there were other methodological options, such as action 
research, or epistemological options, such as pragmatism, which could have been 
considered more openly and in greater depth. Yet as a novice researcher, already 
confronted, with other options, the methodological vision either failed to consider or 
prematurely dismissed such alternatives on the basis that they did not fit the intent of 
her research.
Throughout the research process there was the endeavour of being aware and 
transparent of how personal assumptions about the phenomenon under investigation 
might have influenced the way the research question was formulated and the research 
process conducted. However, having now worked through the process, which proved 
more complex than initially anticipated, this research is better engaged with the 
research traditions. It is believed the methodological decision made is correct but 
there will always be awareness that research is never simple, perfect, or finite. Finally, 
the research journey proved to be far from simplistic or rational; it was messy and 
personal, i.e. linked to the researcher’s insecurities, values and interests.
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6.5 Conclusion
This study investigated the implementation of a CIm tool that brings incremental 
process changes to the organisational system, i.e. incremental process innovation. 
Although these changes do not provide a new product or service they can influence its 
introduction (Damanpour, 1990). The emerging themes extend and elaborate the fact 
that CIm is not something that organisations have through CIm tools but is something 
that organisations should constantly be reaching through collective practice. The 
competitive potential of CIm lies in these collective behavioural patterns “which take 
time to learn and institutionalise and are hard to copy or transfer” (Bessant and 
Francis, 1999: 1106).
The need for the hospitality enterprises to adopt CIm practices to enhance their 
competitive ability in the global market is critical for their successful existence. A 
CIm approach is vital for the hospitality industry because it leads the company to 
support its long-term strategic viability (Dwyer et al. 1998) through the continuous 
development of competences that are generated through collective learning. Olsen and 
Zhao (1997) argue that hospitality organisations must develop sustainable competitive 
advantages of substance and long-term value. Implementing CIm can become a 
vehicle through which such a goal can be enabled.
However, as the organisation increases its efficiency, learning capability and 
performance through the repetition and renewal of the CIm capabilities, its resulting 
innovation and its strategic differentiation is mainly incremental (March, 1991; 
Jarzabkowski, 2004). Similarly, Bessant (2003:164) warns about the limits of CIm 
capability: “there is an inbuilt limitation to this model o f continuous improvement—it 
is all about mobilizing many people to help with the challenge o f doing what we do 
better." There is always going to be a need to do things better (incremental 
innovation) but there is always going to be a need to do things differently (radical 
innovation) since there are always going to be innovations that make a service or 
product redundant (what Schumpeter has called ‘creative destruction’) (Bessant, 
2003). Hospitality organisations need to be seen as organisations that innovate and 
continuously improve the service they provide, the product they offer and the 
technology they use. Therefore, research on the development of capabilities that lead
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both to incremental and radical innovation are important for the competitive 
advantage of hospitality organisations.
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Appendix I: Interview Schedule
This academic research project aims to understand how hospitality organisations 
initiate, adopt and manage continuous improvement initiatives. I would like to use as 
an example the Hospitality Assured schem e and ask you som e questions about your 
views and experience of initiating and adopting this scheme. The interview will be 
conducted in the strictest confidence and you are free to withdraw from the study at 
any time without needing to justify your decision and without prejudice.
PART 1: BACKGROUND QUESTIONS
1- Can you tell me som e things about yourself? 
o Professional background
o tenure & responsibilities in your current post
o What is it like to work for this company?
PART 2: INITIATION-AWARENESS PHASE
Objective 1 : To find out about how and when Hospitality Assured was initiated
2. How and when was Hospitality Assured initiated into the organisation?
o How did the organisation find out about it? 
o Your role in the initiation? 
o Other people involved?
Objective 2: To find out about which factors triggered the decision to adopt the 
schem e into the organisation
3. What were the factors that you think triggered this decision?
o Why did this initiative come about? (external, internal influence)
4. Were you initially aware of the potential benefits of Hospitality Assured?
PART 3: IMPLEMENTATION PHASE
Objective 3: To find out about how Hospitality Assured was/is introduced and 
implemented within the company
5. Can you tell me som e information about the process your organisation went 
through in implementing this scheme?
o How was the Hospitality Assured Standard communicated within the 
company? How often?
o Which departments were affected? How were they supported?
6. Who were the key people involved in the implementation?
o Communication among them?
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7. What were the things that allowed this to work well?
o Did you come across any challenges throughout this experience? 
o Which steps were more challenging?(show the diagram of Hospitality 
Assured)
o How were these issues resolved?
Objective 4: To find out about how the company receives performance feedback
8. Which aspect of the process do you think your organisation is better at?
9. How well the organisation has implemented this schem e? How do you 
a sse ss  this?
Objective 5: To find out about the manager’s perception of the received benefits, 
lessons learned & future plans
10. Can you tell me about what has been achieved so far through implementing 
this initiative?
What are the received benefits? Did you expect this?
11. What have you learnt as a result of participating in Hospitality Assured 
scheme?
o Do you do anything now in your work that you didn’t do before the 
programme began?
o Would you change or add something in the process?
12. What are your thoughts about the future?
13. What do you perceive as best practice in the hospitality industry?
a. What are the best elements that can put that in place?
Thank you very much for your time
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Appendix II: Letter to the participants
/ z  UNfVT.RSITY O F
l o i  s u r r e y
Implementing best practice
What is the research all about?
Organisations that are intent on creating a climate in which change and improvement is 
the accepted norm have recognised that there is a need to encourage a belief 
throughout the whole workforce that any improved process constitutes the basis for yet 
further improvements. When this process of continuous improvement is effectively 
managed it can help create a shared corporate focus and successful implementation of 
strategy.
Accreditation schem es such as Hospitality Assured are increasingly being identified as 
an important strategy in service for the goal of continuous improvement. Developed and 
driven by the hospitality industry, such schem es serve a number of purposes including 
offering to customers a measure of confidence, raising the profile of the accredited 
organisation and the professionalism and standards of an industry as a whole. However, 
there appears to be a lack of research into how firms initiate, adopt, and manage these 
initiatives in their organisational environment. This research project seeks to fill this gap 
in research.
The project therefore aims to:
1. Identify ways, sets of principles, and attitudes by which hospitality organisations 
move towards continuous improvement through the vehicle of an accreditation 
scheme, such as Hospitality Assured
2. Understand how hospitality organisations despite institutional variations approach 
continuous improvement. I would like to know about how Hospitality Assured was 
initiated and introduced into your organisation, what were the things and 
attributes in your organisation that allowed this to work well and anything else you 
might find important.
Please note that the project has nothing to do with assessm ent related purposes.
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What are the possible benefits of taking part?
o As there is limited research in this area, it would provide the participant company 
with an opportunity:
o  to contribute to academic research and education in the hospitality 
management field.
o  to receive a summary report of the research findings that can be used in 
your organisation for information purposes, 
o  to gain a comparative insight of the critical factors that have facilitated 
hospitality organisations during the initiation and implementation of best 
practices.
What will you need to do?
If you decide to participate, I would like to arrange in-depth interviews at your 
convenience with you and som e staff members that you can identify as key players 
during the initiation and implementation of Hospitality Assured. I therefore hope that the 
interviewees can spare just one hour of their valuable time. The data collection may also 
entail analysing company documents and reports, observing meetings and events by 
agreement. We can discuss the nature of these in our first meeting.
Will what I say in this study be kept confidential?
If you decide to participate any information in connection with this study will remain 
confidential and will only be used for the purpose of my postgraduate research. All 
interviews will be conducted in the strictest confidence. In any publication, information 
will be provided in such a way that you or your firm cannot be identified. If you decide to 
participate, you are free to withdraw your consent and discontinue participation at any 
time and without giving a reason.
Who are we?
The main researcher
Barbara Rousaki is a PhD Researcher in the University of Surrey at the School of 
Management. Barbara has previously carried out research into crisis management 
readiness and hotel marketing tools. Her current research interest is in strategic 
management, with a specific focus on the transfer of promising practices. Contact 
details: 07930338785, b.rousaki@surrev.ac.uk
The project supervisors
Professor Andrew Lockwood is the Deputy Head of School (Quality Assurance) and 
Forte Professor of Hospitality Management at the University of Surrey. He has extensive 
experience of hospitality education and his longstanding research interests lie in the 
fields of operation and quality management, hospitality education and managerial activity 
in the hospitality industry. Contact details: a.lockwood@surrev.ac.uk
Dr Angela Roper is the Savoy Educational Trust Senior Lecturer in Hospitality 
Management at the University of Surrey. Angela has 15 years of experience in teaching, 
learning and research in the area of the strategic management and internationalisation of 
hospitality and tourism firms. Contact details: a.rooer@surrev.ac.uk
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Appendix III: Linear and non-linear processes
The following table illustrates the descriptions, benefits and limitations of linear,
recursive, chaotic and complex adaptive systems.
Linear, recursive, chaotic and complex adaptive models
Descriptive In terp re ta tion Benefits L im itations
L inear A process with relatively fixed. Provides a simple and effective Are highly structured and tightly
discrete and sequential stages. representation o f the structural coupled, leading to relatively, high
The connections, flows, and logic and flows. Suited to levels o f predictability and
outcomes o f the process are incremental innovation activity efficiency but with low levels o f
comparatively deterministic. with relatively reliable market adaptability (Eisenhardt and
push or strong market pull Bhatia, 2002). Do not consider the
forces. dynamic behaviours and
relationships associated with
agency, freedom, and resulting
innovations.
Recursive A  process with concurrent and Represents the dynamic and Assumes similar behaviour across
multiple feedback loops fluid nature o f the process. the whole process and does not
between stages that generate Suited to more radical represent the structural and
iterative behaviour and innovations with push-pull behavioural instabilities o f the
outcomes that are more difficult market force combinations. process.
to predict.
Chaotic A process where the linkages Recognises different system Are relatively unstructured and
and flows are greater during the behaviours across the process loosely coupled, resulting in
initial stages, resulting in and acknowledges the effects outcomes that appear so random
different degrees o f feedback o f highly cumulative and disorganized that it is not
across the process. The initial causation. Suited to the search possible for the system to adapt.
stages exhibit chaotic dynamics and exploration aspects o f very Focuses on differences between the
and outcomes that appear to be radical innovations or really stages and presupposes that the
random and unpredictable, new products. overall process configuration is
whereas the latter stages are fixed (i.e., does not consider
relatively stable and certain. process adaptability).
Complex A process with partially Assumes that overall process Semantic confusion concerns the
adaptive connected agents whose configurations and behaviours terms complex and complexity.
systems interactions cross stages and are malleable. They can be Challenges in framing and
decision levels. Collectively internally changed to match measuring the process constructs
they are able to produce a push or pull market forces and coupled with the misconception
process dynamic between order innovation expectations that that process outcomes are random
and chaos, which results in range from incremental to very and therefore unpredictable.
process adaptability and the radical.
potential to generate different
behaviours and innovation
outcomes.
Source: M cC arthy  et al. (2006: 446)
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Appendix V: Process theories of change
■ Teleological theory is based on the assumption that change is guided by a goal or 
desired end-state and underlies many organisational theories of change e.g. 
functionalism, decision making, adaptive learning, strategic choice and goal setting. It 
views development as a cycle of goal formulation, implementation evaluation and 
modification however it does not presume a necessary sequence of events but it does 
presume the development of the entity (or set of entities) towards its goal. It also 
stresses the purposiveness of the individual as the generating force for change; 
however it recognises limits on action due to environmental constraints.
■ The typical progression of events in a life cycle theory model is a unitary sequence of 
stages or phases which is cumulative (retains characteristics from earlier stages) and 
conjunctive (stages derive from a common underlying process). Examples of such 
changes is the life cycle of organisations, products, ventures or individual careers 
(start-up births, adolescent growth, maturity and decline) and the Roger’s (1983) five 
stages of innovation (need recognition, research on the problem, development of an 
idea, commercialisation and diffusion and adoption).
■ Dialectical process theories assume that organisations exist in a pluralistic world of 
colliding events and forces that compete with each other for domination and control. In 
terms of organisational change, maintenance of control represents stability while its 
replacement with opposing entities represents change.
■ Evolutionary theory explains change processes within and between a population of 
entities as they compete for similar scarce resources in an environmental niche. 
Evolutionary theory assumes that change proceeds through a continuous cycle of 
variation (emerge by random chance), selection (environment selects the best form that 
suits the resource base of an environmental niche) and retention (maintain certain 
organisational forms).
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Appendix VII: Summary o f CaseEx
Continued use mode 
Experienced tool adopters
ExConfCent
Conference, catering and accommodation service 30/11/2001
1 3 .7% , 3rd a ssess .Cambridge, 55  em ployees (part and futt Sme) 
Organisational tool experience; 8 years 
Em pirical data: 3 interviews, 2  Observations meetings 
Secondary data; Cl reports: 77  interviews 
3rd, 4th, 6* & 7" assessm ent, company docs
y
20 interviews
14/12/2004 
76.1%, 6* a ssess .
17 interviewees 06/12/2005 
77.1%, 7th assess . 
19 interviews
09/05/2007 
Researcher's visit,
3 interviews, 2 meetings
6
15/04/1998 30/11/1999
Cl TOOL LAUNCH Moller 1st assessm ent
16/08/2002 
Cl tool change 
From 12 to 10 standards
Ex;
Edinburgh, 60  employees 
Organisational tool experience: 8 years  
Em pirical data: 4 interviews, 3 part. Observation meetings 
Secondary data: HA reports: 128 interviews,
2nd, 3'6, 4  ,5'J!, 6" & 7" assessm ent, company docs
12/08/2002 
i.6%, 3rd 6 assess .
20  interviews
04/06/2003 
It, 4h a ssess . 
20 interviews
20/07/2004
1.1 %, 5th a sse ss .  ^7/08/2005
24 interviews 84.1%, 6th a ssess .
29 interviews
15/04/1998 
Cl TOOL LAUNCH 04/02/2000 
1st ass
ExStaffCat
14/03/2007 
Researcher's visit,
4 interviews, 3 meetings
service 1™
  — 165.8%, 1 a sse ss .
96 interviews
19/05/2007
25/07/2003  
71.4%, 4th measurement point 
66 interviews
28/03/2006 
66.2%, 6th a ssess . 
35 interviews
London, 750 employees, 101 operating units 
Organisational tool experience: 8 years 
Em pirical data: 4 interviews 
Secondary data: HA reports: 23 2  interviews,
35 interviews
15/04/1998 14/02/2000 07/06/2007
Cl TOOL LAUNCH 1 " a ss Researcher's visit, 
4 interviews
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Appendix VIII: Summary o f CaseN: New adopters
Implementing a Cl tool (Hospitality Assured-HA)
CaseN: New adopters
Privately owned large contract catering 
Code name: NConCat
67.1%, 1st
70.1%, 3rd assess , 15 interviews
Privately owned 
P ro cess  p hase : 4  years tool use, new adopter 
Empirical data: 4 interviews,
S econdary  data: HA reports compiled by 6 a ssesso rs
, 57 interviews,
1a  & 2nd & S"1 assessm ent, company documents
300 employees, 60 sites
Researcher's visit, 4 interviews,
HA entryPrivately owned large hotel 
 Code name: NHotel
320 employees, 400 bedrooms, urban 
P ro cess  p h ase : 2 years tool use, new ado 
Empirical data. 4 interviews, 3 meetings 
Secondary  data: HA report, 31 interviews, 
1" assessm ent, company documents
HA LAUNCH Royal Garden HA entry
Charity registered Researcher's visit,
accom m odation & catering serv ices  
Code name: NConfAccom
4 interviews, 3 meetings
45 employees, 70 bedrooms, rural 
P ro cess  phase : 2  years tool use, new adopter 
Empirical data: 9 interviews, 2 meetings 
S econdary  data: HA report, 15 interviews,
Researcher's visit, 
interviews, 2  meetings58.2%, 1st assess,
15 interviews, HA not granted, .
1st assessm ent, company documents
. : .. .
15/04/1998 26/12/2006
60% HA revisit, granted
50 em ployees
Process phase: 2  years tool use, discontinued
Empirical data: 2  interviews
Secondary data: HA reports: 19 interviews
f  a ssessm en t
15/04/1998^
HALAUjlldh
22/02/2005 
62.8%, 1st assess., 
19 interviews
28/08/2008 
scheduled re-entry
discontinued
R esearchers visit
1 interview
271
Appendices
Implementing a Cl tool (Hospitality Assured- HA)
CaseN: new adopters -one organisation-departmental accreditations
University House Services: cleaning services 
 Code name: NUniCI
140 em ployees
P rocess  phase: 2  y ears  tool use , new  a dopter 
Empirical data: 1 interview 
Secondary data: HA report: 16 interviews 
I s* a ssessm en t, com pany docs
25/10/2006 
63% , 1st a sses : 
16 interviews
University House Services: satellite services 
Code name: NUniSat
09/07/2007 
R esearche r's visit 
1 interview
30 em ployees
P ro c es s  phase: 2  ye a rs  tool u se , new  ado; 
Empirical data: 2  interviews 
Secondary  data: HA r epo rt 13 interviews 
I s* a s se s s m e n t com pany docs
11/12/2006 
59%, 1st a ssess , 
17 interviews, 
HA not granted
21/05/1998
HALAUNOfcC
09/07/2007 
R esearche r's  visit, 
2 interviews
University House services; student accomodation 
Code name:UniAcom
12/12/2006 
60.3%, HA revis it 2  interviews, 
HA granted30 em ployees
P rocess  phase: 2 years tool-use, new  ado| 
Empirical data: 1 interview 
Secondary data: HA report: 12 interviews 
f  a s se s s m e n t com pany d ocs
23/06/2006 
63.7%, 1st a sse ss , 
12 interviews
15/04/1998 
HA LAUHCH
R esearche r's  visit, 
1 interview
University House Services: contact catering 
Code name: NUniCat
110 employees
Process phase: 2 years tool use, failed 
Empirical data: 1 interview 
Secondary data: HA report 27 interviews
19/12/2006 
58.4%, 1st assess. 
27 interviews
F a i l f
15/04/19981 
HA LAUNCH
09/07/2007
R esearcher's visit,
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Appendix XI: Example of meeting9s field notes
Meeting Summary Form 
(to be completed within two hours after the meeting)
No. Years in Hospitality Assured:
Today’s Date: ^>\D
Company Name: ^ t  L- 
Department Name:
Type of meeting: t o
Company Staff No.: 5 ^  S1A FF
Department Staff No.: — "
No of participants: \ S’ ( ^o A t v 6
Place of meeting:
Started at: Finished at: | lA o
1. Key issues:
*■ ^  /v< 641# 0(i,P 5HA{2- é- S
'  lA Q  H-Cr A u J A ^ - t  f o r z .  f i d e  ^ A A t d C r ^ J O f
—  -1  V t f c r M  4  -  ) M A P t-  4
l ^ D 0 ( c  o f  P lA r H -Æ . 0 } - 5 > 4 (2 .4 m z a <J G- -  l u  6 ^  n  <J-i /  1 4 4 A 1  y t A P F  t o  l A K x V t - i  tjf
'
f L ^ C U - V  G- 5  <-l-\érA ,\ - 6 r  M  (2-é C O VM . (,V/3 (  o  'X-bDDPAn^R L Cr
AOux/ i
* CV\AtATM UD LkV\(.4l(1xvAg- -  G-tOx/A^ j t Pfc>Pû)iO A3 0(3
\fDtWle &f2_ ^  SAVD'/ 144) JDùJ(: ?4&L
AAAPF Lt Kt  Mi Al t G Ar A { üTH&d SOü-ùW o^J 8 Ü4ltp6R-
% tp W  ( r
nful 13 e'x/(- A 6 ^ ,&f
\<i (sh A A 4 A- PC Levovf) ^  z V ts - v i i- o  l o j >1 2)
|N} wn (W.O 3 L, O o V^J> C:T1 A; Al—
2. Any other observations?
,  C - \ ù U A ^ ^ ^  H A D  A / u ^ ' ^ f r )  ^  / d 6  i H t l  3 4 F F  ^  ^ 7
tvpforLlVt ()C Hl3 6(-C4v)l HA' >
' oep ‘J (J<e^
* V 3  G ô c'  v s H  W - l M t W v V  l / b ' 7  I ^  J- A J j ' /
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Appendix XII: Example of staff introduction to CIm tool
What is Hospitality Assured?
You may have heard of Investors in People or ISO 9002
Hospitality Assured is a sim ilar accreditation but w ith a
difference:
'The Standard for Service and Business Excellence in hospitality is 
championed by the Hotel and Catering International Management 
Association (HCIMA) and supported by the British Hospitality 
Association (BHA)
The standard is fully endorsed by the British Quality Foundation 
and the Quality Scotland Foundation as meeting the criteria in the 
European Excellence Model (EQFM)
It is the only standard within the hospitality industry that focuses on 
the customer experience
This accreditation considers all aspects of service from the 
customers' point of view. It is an ongoing process that provides a 
series of performance indicators against which we continually judge 
and measure ourselves.
As a business, we chose this method of measuring ourselves as it 
matches with our strong desire to exceed customer expectations 
within a climate of continuous improvement and business 
excellence.
The 'Standard' is not achieved easily. Once accredited, we can be 
proudly certain that all existing and perhaps even more importantly, 
future customers can be confident that they will be satisfied by any 
organisation that is Hospitality Assured.
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So How Do I b en e fi t  a s  p a r t  of th e  te a m ?
Working for a Company which is 'H osp ita li ty  Assured' means you 
are working in a culture recognized as constantly striving to exceed 
customer expectations by developing individuals and teams. By 
constantly focusing on and following the 10 Key Steps to Service 
and Business Excellence , (see overleaf) you can be sure of clear 
communication channels, ongoing support and development, and 
resources to help you achieve your personal and professional goals.
Listening and responding to all forms of feedback encourages a 
positive 'environment of change' which allows us to grow both as 
individuals and as a company.
One of the first steps in embracing the 10 Key Steps was to form 
COMMIT , our Customer Promise. It wasn't enough to make a 
promise to the customers we serve ; as a company bartlett mitchell 
recognize the importance of our teams. Thus the second 'COMMIT 
Promise was born:
C OMMUNICATION
0  PPORTUNITIES
M OTIVATED PEOPLE 
M ENTORING
1 NTEREST/INSPIRED
T ALENT THROUGH TRAINING
Our promise to our teams to provide them with same standards of 
service as those we offer all our customers
You can be sure that as a company, if we are constantly following , 
measuring against and improving our performance in the 10 Key 
areas, we are achieving outstanding delivery of service and 
business excellence.
And that's something to be proud of!
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How d o es  it work?
It is an  o n g o in g  w a y  o f  m e a s u r in g  ou r  b u s in e s s .  It is n o t  s o m e t h in g  
th a t  is a c h ie v e d  o n c e ,  and  th e n  fo r g o t te n .  B u s in e s s  p r a c t ic e s  a re  
c o n s ta n t ly  m o n ito r e d  and  r e v ie w e d  to  e n s u r e  s ta n d a r d s  a re  b e in g  
u p held .
S e v e r a l  (d if fere n t)  t e a m s  a re  in te r v ie w e d  by in d e p e n d e n t  
in te r v ie w e r s  e a c h  y e a r ,  provid ing  an o v e r v ie w  o f  ou r  t e a m s  an d  th e  
s e r v ic e  t h e y  prov id e .
H ead o ff ice  t e a m s  an d  p r o c e d u r e s  a re  a u d ited  e v e r y  year!
So What do I have to  Do?
First & forem ost - don't worry about it 
Be proud of w hat you do and sh out about it!
•  An average  of 4 -5  site  tea m s  are chosen  each year to be 
interviewed by the Hospitality Assured team
• The se lec ted  tea m s  will be informed about this in advance-  
Interviewers do not turn up unannounced.
•  The w hole process is about showing how great w e are as a 
com pany, not a way of catching you out!
SIMPLY :
• Be aware of all of the things you do automatically -  due diligence  
records
• Keep watch on the IN4mation board -  that's where you receive  
information!
• Be aware of the custom er prom ises -  both of them . Revisit them  , 
be aware of what th ey  mean to you and your custom ers
• Attend training -  make sure it's recorded
•  Communication -  make sure it's two way -  if you have an idea -  
Tell us, We want to hear it!
• Check it out! Look on the HCIMA W ebsite w w w .hcim a.org.uk for a 
link to the Hospitality Assured w ebsite_______________________________
281
Appendices
Need to Have
On Display
• Currently updated 
IN4mation board
• 2 x Customer Promise
• Employer Insurance
• Health & Safety & Food 
Safety Policy
• Essentials of Food Safety & 
Health & Safety
• Cleaning schedules
• Day Diaries (by till)
• Customer comment cards
• Completed 365 calendar
• Fundamentals
Personnel Files
• Induction checklist
• References
• Job descriptions & job 
specs
• Up to date training record 
card (signed )
• Completed Job chat cards 
for all staff
• Copies of certificates
Easily A ccessib le
• Completed customer 
service journeys
• Snapshots
• ALL Manuals
• Budget Pack
• FISH Fun bag & 'Licences 
to play'
• Recipe costing cards
• Accident book
Due D iligence
• Delivery checks
• Fridge & freezer temps
• Cooking & cooling temps
• Temp induction pack
• Maintenance log
• COSHH data sheets
• Risk assessments
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Appendix XIII: Example of a transcript
NHotel-Interview with NHotel Coordinator 
Leader of the process: Executive Chef 
Date: 27 March 2007
Interview time: 16:00 am -16:30 pm and 17:00-17:30 
Place of Interview: Kitchen and Executive Chef’s Office
Q 1: BACKGROUND QUESTIONS 
Can you tell me some things about yourself? How you started, your professional 
background
My professional background, oh, probably cooking like mum is where I originally got 
a love of cooking and my mother was a Cook in the School kitchen so we often spend 
time together in the kitchen. At school I was never necessarily academically bright I 
was more hands-on you know practical things. I managed to get on to cooking classes 
at school and from there really progressed to College. I managed to have a very good 
2 years in a Polytechnic, is now a University, but back in the days when I went 
through was classified as Polytechnic. I did 2 years full-time at College, before 
coming in to the industry and really up to this minute work my way around lots of 
different hotels, and I spend a year in Switzerland working, I’ve done some jobs in 
Austria and Germany, as well as working on the cruise ships for a while. So a good all 
round experience but I must say that I prefer the variety that a hotel allows you to get 
involve in. One minute I can be doing a banquet for 400 the next minute doing pizza 
in room service, doing fine-dining in our 3 Rose Restaurant, you know or feeding the 
staff canteen, you know is from the one extreme to the other all the time and there is 
so much variety, that’s the part I enjoy.
Since you like creating things, how come you haven’t pursue your own 
restaurant?
Hmm.. a question I often asked myself, I think it’s because I was a bit frightened 
about taking the responsibility, taking the gamble, finding the fine ends, you know, is 
definitely a comfort factor working for somebody letting in them taking the risk. And 
I think when you are young you kind aren’t ready for it, when you are a little bit older 
and you got the experience level you then are a bit tired and you think do I really want 
to own all this, etc? so you know. 11 nearly happened when I was young but I didn’t 
take it through so I am very happen working here, gives me a lot of opportunities to 
have freedom, you know
How is it like to work for this company?
I think certainly having worked for the bigger corporations like Marriott and Hilton 
and Grande Metropolitan, working for this company is a family. At the end of the day 
we may have 300 employees here but the Director sits in an office on the 1st floor, 
you know, you can talk to her. You can get through and the person that makes the 
decision you can actually influence. Whereas in the others operations there are levels 
of management... You can get anywhere near. And Directors come from Head Office
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from people that have never seen you, never looked at the operation, and never 
understood what the issues are. Is much better when...
So you feel like working not a large hotel but a small?
Yeah, yeah, very much though 
Is it 300 full time employees?
More than that, nearly 350 I think. You know, 5 of us from the Senior Exec team, 5 
out of 9 have been here for 11 years, you know and that shows how you know, how 
well we work together. The fact that we not wanting to leave, not wanting to change 
ourjobs
How many employees do you have in your department?
54 but never quite there, never quite fully staffed so. I would say on average about 50, 
always looking for a few
About your responsibilities, what are your responsibilities?
Totally everything to do with food.... Anything food related in this building is mine 
responsibility so the Purchasing of it, the sourcing of it, the storage of it and obviously 
the cooking and the delivery both for guests and the staff.
Q 2: INITIATION-AWARENESS PHASE
About Hospitality Assured? How all these started? Where did you find about it?
Hmm...it was a programme that came about from the General Manager Mr Bamford 
involved with the HCIMA. He was very for something that would focus on our guest 
standards; we’ve always been a hotel that prides ourselves from the service. We 
haven’t got the elegance of the Dorchester which has got huge history in the building, 
it has got fabulous architecture. We are a modem 5 star hotel. We have 400 bedrooms, 
they’ve only got barely 200 and 100 you know but...and they’ve got the ration of 
staff to guests, you know twice as much as we have. We’ve gone through liP which is 
very much an employee related scheme. We wanted to look at something that focused 
on our guests. We’ve done a teambuilding exercise between the senior exec team and 
we highlighted the fact that we had probably flat line, you know we’ve been together 
11 years most of us. We’ve been climbing a hill and we got to a flat point and we 
needed a “kick up the ass”. We needed something to set our sight so we started 
climbing again, we introduced new members in the team, and the boss came across 
this programme and he went through it
When you say the boss you mean...
Mr Bamford, the General Manager...He found the programme, he real through it, he 
liked what he saw; they had been coming and [resenting to him, they then came and 
present it to the Executive Team. Primarily it was a case of somebody volunteering to 
head it up. I kind of, how can I say. Somebody volunteered for me to head the project
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up, but I actually was quite happy to it. You know it wasn’t a case of I didn’t want to 
do it, I saw.. .one of my managerial strengths is that I am very good with people, I am 
very good at bringing out the best in people and I though with this project it give us a 
lot of time to spend with our research our own staff to find out how we were really 
were doing and how we could either overcome obstacles, how we could look at 
improving our service techniques. So it can of felt of you know after this 
teambuilding we all picked a job to do, you know, we all had a task to go away and 
achieve. My task was this programme so you know...I sat down I spend a long while 
reading through it, found it extremely mind-boggling to start with
Q 3: IMPLEMENTATION PHASE 
Why you say that?
Because you know, I am a practical person, I am a Cook. I always try and relate to 
this in a way that I thought the rest of the team would be able to understand it. It 
wasn’t just a paperwork exercise because so often you get these programmes and they 
are paperwork exercise, you tick boxes you know and all you do is you go around and 
think; do I really thought this was? This is not what I wanted, I don’t want people to 
tick boxes, I want people actually understanding that if this programme is any good is 
goanna be a benefit to the hotel. So I started small, I started with one department and 
decided that at the time it was the Park Terrace Restaurant. I was working very 
closely with the manager and we decided to piloted there as an individual business 
within a business, so we said right, instead of taking the whole hotel which would 
have been mind-boggling, let’s take the Park Terrace as a business and look at the 
structure of the wheel as we call it within the programme, and start working round the 
different sections of the wheel. And so I launched it in there and we started to see 
some credible improvements where discussion were happening, we were pulling 
people in from different departments to help us sort out issues and problems. It 
pushed the manager in this to do a lot more customer research, to answer a lot more 
questions. You know we were raising questions about why we were doing this?, you 
know... what because we’ve always done it? Well have we asked the customers do 
they want this? You know...hit start pending a week after we asked customers 
specific questions to find out whether or not we actually knew what were we taking 
about, was that what the customers wanted?
Where you asking customers about Hospitality Assured or about the within 
standards?
The within standards, yeah...so we used it as you say the vehicle to drive forward and 
then you know things like....hmm identify training route, well we had training issues, 
identity new purchases where we were equipment sort, they were probable not new, 
they probably had been highlighted in the past, but because this programme was being 
supported from above it gave a little bit more of kudos when somebody started seeing 
that:” oh the Hospitality team have identified that we have a shortage in this, right 
let’s get them ordered!, so everybody embraced the programme at the same time, so I 
spent I would say the first 4 to 5 months just working with little team of people 
pulling in Maintenance, pulling in Purchasing, pulling in the linen room. You know 
they were all, the core was the restaurant and the kitchen but these all helped. But they 
didn’t necessarily come to every meeting, they came in, they went out. The house
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keeping department cleaned the restaurant, so they came in, they went out. 
Maintenance department helped out, they come in, they come out. And it worked 
really well, and then we rolled it out to the other departments round the hotel slightly 
quicker, slightly faster. And...
Which was the net department? O r you did everything?
No it kind o f , it rolled around Food and Beverage department’s first and then on to 
the other departments. The last one to come on board was really our Support 
department, so Security, Staff canteen and Personnel I grouped together.
How long it took?
18 months to roll it out to all them 
And that was the preparation?
That was till I was hand route with all the departments going at once. I was running 9 
steering committees at one point with some assistance from another manager. 
Primarily running 9 steering committees... At the same time we had organised what 
was called: a Quality Management programme where managers for 4 hours, 2 nights 
a week did a quality check round the building and they worked from a questionnaire 
which we had varying questions papers, and they would have a dining experience, so 
they would give us a lot of feedback to go back to the steering groups and say right, 
we’ve got some issues here, these are not meeting our standards what can we do 
about, is there a reason why this is happening?
Was this quality management team created for that process? To check he 
progress?
We’ve done it many years ago but we stopped it, we resurrected it because we felt 
that the information they would bring to these steering groups would be very 
important when it came to us trying to improve our services. We used this as very 
much as service improvement. How can we improve what we do? How can the guest 
get a better experience at the Royal Garden?
Did the employees or the participants know of the benefits, did you see any 
resistance?
I handpicked the original steering team; have being here 11 years...
You did what?
I handpicked them 
Which means?
Which means I went to each department and I said I want you, you and you on my 
committee and I did that through the basis that I knew them. Having been here 11 
years, being very much a people person, I knew everybody so I said these are the
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people I want to work with to start with, and then we introduced people. There were 
people saying to themselves:” oh I wanna do that, can I come and join?” and that’s 
brilliant because that’s what you want. You don’t want people going: “well I am 
putting you on there, I am your manager, you are going to do that”, because it wasn’t, 
it wouldn’t work, this is a programme that people need to want to be part of, to make 
it successful.
The persons that you had handpicked were from the restaurant?
All through the hotel... Because I know everybody in the hotel, I’ve been here too 
long
Can you name the 9 steering groups, what were the names?
Hmm...we had, so we had Park Terrace, we had Banqueting, we the Tenth 
Restaurant, the Housekeeping Department, the Front office Department, Sales and 
Marketing....we then had the Auxiliary ones which was the Engineering personnel, 
staff canteen and Security together. We then had, we had 2 Banqueting groups 
running one from operations, one from the office, and it was the Hospitality Assured 
team, that we had a little steering group that organised that. So that were the 9 of them 
that were running and anyone can enter in time. We run that all the way up to us 
getting our accreditation in that format. Prior to the accreditation I brought the groups 
together on a couple of occasions to actually integrate them, so that they started 
talking together. So we had a quite huge morning session, like a little group session 
together, where we went through. I did an audit, I did an audit by just looking at the 
wheel, looking at lots of comments that I collated about what we were doing good, 
what were we doing bad, and I audit this
How did you do that?
Just by sort of questioning... whether I felt we’ve achieved that standard, Where were 
we in line with that standard, where were we up to? ....I started it by doing it with the 
Exec Team, and then moving down to the Steering Groups
Can you give an example?
We did an assessment...once they came and did our accreditations we looked at 
where they scored us and how well we did and then we started at looking at the areas 
that we felt we weren’t achieving as high result as we would like to have been. The 
fact that we passed meant that we are doing good, but we wanted to highlight the 
areas that we aren’t actually doing as well in. Because they interviewed something 
like 30 staff across the board, some that were involved in the programme and some 
that weren’t involved in the programme to see whether or not we were doing had 
filtered down to the staff, them main staff.
You weren’t aware which staff they were going to...
Yes we prepared the list and from the list they picked which ones they wanted to 
interview and they came back with quite a substantial report for us to read through.
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and worked away through it. From that you can see where I’ve highlighted (he is 
showing me the report with his notes) there is the things we have to improve. And 
(reading from report) “an overall target guest satisfaction of 95% was seen, though 
this was measured against the total number of responses of ‘excellent’ and ‘good’ 
given by customers. That would mean that the overall scores of 0% excellent and 95% 
good would be seem to meet the target. So they were saying that we could have 
massage the figures and they weren’t quite what they were saying they were, so we 
had to implement a new programme that possibly could be more accurate on that one. 
Also they said that there was...(he is reading from the report): “The summarised 
analysis of customer satisfaction scores is relatively new and the response rates were 
low, ranging from 0.2% to 2.5% across departments”. So out of how many you sent 
out that was all the responses were. Yes we were getting 95% excellence but only on 
a 2.5% response rate and they sort of said that’s not really credible statistics, so we 
know, we then started working on things that they had highlighted for us on there.
Which one was your best point?
(He is showing me the report) That’s the amount of people they interviewed and,.. .we 
scored the heist in the customer promise, so we promise we deliver, the operational 
planning we are very good at planning things...hmmm....training and development 
was very good
And your weakest?
Our weakest were the service recovery and customer satisfaction improvement, so the 
end of the programme we were letting ourselves down, we weren’t doing as much to 
follow up the comment as we could have been but overall we came out with a 66.7 
which was enough to get us the accreditation, and I think in some areas we one of the 
highest.. .that actually have interviewed, sorry have actually passed, so we have some 
really super areas and some weaker areas. So after the review process went on I then 
sat down with the exec committee and we started with Exec Steering group to try and 
look for the 5 year plan, for the future of where this hotel is going, because in a lot of 
the steering groups they needed some guidance, they were some things that they 
weren’t sure about what the hotel was aiming for, and were we still aiming for the 
same as we 10 years ago
Why do you think this is happening?
I think is complacency, is like all businesses, if you are doing reasonably well you 
know, then you don’t tend ask why and possible think yourself, you 
know....September the 11th kicked us all in the ass, quite heavily when we took a big 
nose dive and you know we consulate, yes we cut things, we restricted things. 
Hopefully the peak of the industry has come back and we can strive forward and we 
are now planning a major refurbishment over the next five years to bring the standard 
of the hotel back up to its former, when it was brand new 11 years ago. We have 400 
bedrooms, how the hell to you keep them up to scratch? You know all the time. It’s a 
constant refurbishment programme, the problem is as you do get guest as the building 
works is going, is a horrible situation. You cannot afford to close the hotel every 5 
years to re-decorate, is just not feasible
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You are going to it partially?
We do it part by part, yeah, but speeding it up, where you’ve just finished the 1st 
refurbishment of the whole hotel again in ten years, we are going and try and do it 
next time in 5. So it happens quicker and we keep up to speed with this. So that’s was 
something everybody was asking, when are we going to improve this? When you are 
going to be able to say we really are top notch 5 star quality?
Were you aware of these benefits before you started this project?
You can see where the benefits could come if people embrace them. The problem is 
with people, getting them on board, getting them to believe in the process and in the 
procedures.
How did you make them to believe?
I think it was enthusiasm 
Yours or the others?
Mine and some others, you know mine to start the ball rolling, I was the catalyst that 
got it rolling, then I pulled other people on board, I convinced them that this could 
work, and when we had a few wins, you know they believed in it, you know when 
they can see, that: God yeah, this is making a difference, you know, people are 
listening to us. They may have been shouting about, there was friction between the 
linen room and the restaurant getting the linen on time, you know, we put them 
together in an environment they thrashed it out, they understood it. You know you put 
people on the Quality Management programme they eat in the restaurant and they say 
that the fact that the temperature is too cold, you put an engineer out there, let him sit 
through dinner and he realises: Shit the temperature is too cold in here! They are not 
kidding me when the want the temperature turned up, he reacts a lot quicker.
So the ones that are dining were not only executives but they were also lower 
levels?
It was down to junior management and anybody below in supervisory level was the 
right people to be doing it.
Looking back now and comparing the benefits now that you know, did you 
expect that?
Are you satisfied?
Hmm...Did I expect it? If people embrace it? Yes. Am I satisfied? No because people 
in this industry move on very regularly so the people I started with them are not the 
people that are in here now. It’s an ongoing process that’s why when they told you 
you go around the wheel, you never stop going around the wheel. You are constantly 
re-addressing things. You know the Park Terrace team are completely different now 
than half year ago from the team I started with. There is not...one of them in there 
now that started with me, all changed. So is a process that is never ending.
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Which means do you make them aware that we are doing Hospitality Assured?
Hmm.. each department...well the way I’ve take it on now, there seems to reviewed 
the report, we took a bit of a break over Christmas, left it and I’ve resurrected it last 
week with the first of new... and I called them an Action Group now, so is a Quality 
Action group, is now all of the groups brought together, once per month, on the same 
day, each month, to me and discuss actions from mailing customer feedback, We are 
working on things that customers have said to us over the previous month through our 
email system. We have a...somebody gives us their email address as soon as they 
have left, we sent them a gust questionnaire by mail. They fill it in and it comes to us 
and we extract statistics from that, we extract confirmation from there
This is the response that you get from 0.2% response?
No this has come since then. The 0.2% is when we were just doing the written one. 
We now have each different restaurants have their own, so they collate responses
W ritten or email?
Written, we have the hotel one, which we always had, we have the Sales team now, 
whenever they do visits they fill in customer response from their visits to clients and 
when they do Familiarisation trips they do get the clients to fill in forms then and then 
we have this email one which happens automatically; if we have their email address, 
one day after their stay off it goes
Do they reply?
They are definitely getting a lot of replies. From many people that they want to have a 
moan, but that’s what we want. We want to know if something went wrong, you know 
because then we can put it right, then we can see if we’ve got a pattern, if somebody 
thinks that our doormen are rude and you get 3 or 4 people saying it you have a rude a 
doorman, we’ve got to do something about it. If we don’t hear about it we don’t know 
if we have a rude doorman.
Did you come across any challenges throughout this process? Any obstacles?
Yeah, when I couldn’t always deliver the resources to people to achieve what they 
wanted to achieve so you know if for instance for the customer research one of the 
biggest things that we found is we identified that people wanted tea and coffee 
making facilities in their room. Is 100% is not just a fallacy not the fact that we are a 5 
star hotel, somebody wants to be at the walking in and not pick up the phone and have 
room service come up with it but make themselves a cup of tea. We don’t have the 
space allocated in room for a tea and coffee tray. But so what while we are doing this 
next stage of the refurbishment we are going to put it in. But it was very frustrating 
that this kept coming up again and again, and I couldn’t do anything about it.
But all the departments were informed that the guests wanted...
Yes...when it came back was from the customer feedback, they are now have been 
informed that it’s going to put into the new criteria and they are now starting to tell 
the guests that you know when we do our next phase of refurbishments we will add it
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in. From a Health and Safety point of view you got to have a socket, you got to have 
the right height, you got to have a tray, you got to have a kettle that is safe for the 
customer to use, we got to have situated so that when they pouring the boiling the 
water there is no possibility that the cup will fall over and should them. It’s not a case 
of just making these trays and put them in the room, you know it can’t be done like 
that. We do have the facility but if the guest want a tray and they requested a tray we 
deliver to them, but we don’t have it in the room. By the time they have done they 
could have rang room service and have their tea delivered, you know.
Any other difficulty throughout this process for the 10 standards to implement?
Hmm... I am not saying that 365 staff embraces this programme wholeheartedly. And 
that was from certain managers down, so sometimes you didn’t have obstacles to 
overcome, but that’s where my people skills came in working out how to negotiate, 
get my way around, come out from different angles, so yeah I wouldn’t say that was 
all roses but you wouldn’t find that with anything we do in life. If you make change 
some people don’t like change, they resist
So these are the 10 steps which you know (showing him the diagram). Which 
were more challenging, more difficult? can you say something for each one of 
them?
Ok, the customer promise was easy we have a mission statement we all believe in 
W hat’s that?
To give five star service, in a friendly relaxed atmosphere.... The Business Planning 
is more,... business planning was quite hard because that’s the one the exec 
committee primarily involved in for the future, for the next year, for the next five 
years. Everybody else can’t plan their bit till they got their done. So one of the things 
that we did identified we have a yearly plan which all the lower levels can work. But 
for me as an Exec I didn’t know what 5 years was going to bring, we hadn’t discussed 
that so that was something we were pushed towards doing
For each department to have a 5 year?
The Hotel’s 5 year plan, you know. We all have in our head what we liked to think 
but it was to bring it together so that we worked for one goal rather than
So you were what the hotel is going to do in 5 years
Yea, yeah, Operational Planning we were very good at, Standards of Performance is 
constantly being revisited, primarily because of the turnover of the staff, you know 
hospitality is an industry where we move around. I’ve never worked anywhere this 
long, and I was training it was 18 months I get itchy feet and I would pack my bags 
and be on my way. So it’s something that we constantly looking at, and with modem 
technology, the standards have changes, thins we do differently, we have different 
ways, you know, we have a new computer system coming in which will possible 
going to looking at hand held terminals for the waiters to take the orders to the table 
and so we have a new training standard there, is it acceptable to use this? In my mind
291
Appendices
yes because the service will speed up, is a lot more accurate, I am not looking at 
somebody’s hand writing, I can read it, you know. Recourses again it does become a 
frustration when you can see that investing 100,000 will make it easier when you put 
your business hat on how long is it going to take to recoup £100,000 to make a profit? 
And sometimes to employees is difficult to put that in perspective for them, you 
know, the uniforms let’s take for argument shake. There are a little bit tired in the 
Park Terrace, yeah.. .they feel a little bit that they are not quite right, to replace we are 
talking for 40,000 pounds, you know, you can’t go like that, is getting into 
understanding that you in a queue, you are on the list for your request for the 
uniforms, we will do the best we can until then, and that’s just an example. Training 
and Development we have a super team downstairs, you know they are in training 
suite down there, they are very flexible, they crate courses for reasons, and that came 
through heavily in the report, but we did very well.
Service delivery, I wouldn’t say it was difficult but it’s near that we do let ourselves 
down again, that what the customer feedback always tells us, you know, are we doing 
it right? Are we doing right? Which people are good at it, which people aren’t good at 
it? And that’s where we tend to analyse them all. We’ve become better at service 
recovery, this email coming back with you know, I think customers realise we do 
want to know, when we do it wrong, because we want to learn from it, hmm...
How do you pursue the written feedback which is difficult?
If they supply a name and address it will always be responded to maybe immediately 
and investigate it and followed up with another letter if it is required. From my point 
of view what we should work harder on is not getting to the stage where the guest has 
to write a letter, we all have our issues, you know, if I put a situation here where e we 
got busy and they haven’t served the customer quickly enough, the customer will be 
upset
(phone is ringing) excuse me.....
If we’ve upset a customer let’s make them happy now, rather than having to write a 
letter, or than writing a letter and say: I had this problem but this wonderful restaurant 
manager, looked after me, fabulously after that apologised, you know, and at the end 
of day, they will appreciate things going wrong sometimes. To me that is service 
recovery, that’s where it should happen, we should do it there and then. And is 
teaching people how to deal with it, hmm... Customer Satisfaction improvement 
again we are good at getting research done, so we are constantly looking of what they 
are asking for, you know take the tea trays, trouser pressings, hair driers was another 
one. Our hair dryers were in the wall, they were these things that you can pull of, 
ladies hated them, they weren’t powerful enough, they couldn’t see in the mirror, so 
now we have them in drawers. You clumped them in and you move them around 
wherever you want them, they are a lot more powerful, so you know we listen to the 
customers to improve that service
Can you tell what has been achieved so far, through implementing Hospitality 
Assured?
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Hmm...it’s has made us wake up to listening to our guests, has made us more of us 
aware of complaints, so we are now analyse a little bit more strategically than just one 
by one to see whether there are patterns, to see whether or not we have an underlying 
problem or whether or not is just individual cases on different basis. To me that’s the 
major.
All this process what do you think from your point of view allowed all these to 
work well?
Having somebody like me pull caught everybody together, you need a catalyst, I think 
if you are going to do this, you need somebody that champions it, that goes out there 
that believes in it, is not frightened some times to rock the boat, you know, because I 
rocked the boat on many occasions. And not frightened to eat humble pie if you got it 
wrong, you know you’ve got to have a good personality in the face of it. But you 
know don’t get me wrong, I was only the face of it, it was the guys that were working 
that were doing the work, I was the catalyst, that made it happen, but they actually 
were the people that implemented it, so you have a lot of people and the champion in 
that respect was only me, but is everybody else that does the work behind it.
W hat have you learned so far, what are the lessons learned that you keep saying 
to yourself and to your people?
That we just go back to the beginning all of the time, you never finish, this is the 
process that is never ending, there will never come a point when you can say: oh we 
don’t need this anymore. Because times change, things move on, hmm...what was 
right 5 years ago, is not right now, and if you look at eating habits, many more people 
eat out now on a more regular basis, the standard of food that they are going to accept 
is far higher, they don’t necessarily want so much fussy food, they want to eat more 
casually, it moves so is not saying we were this good, in 2007 we still be that good in 
2009 because the goal had moved, we need to be constantly be revisiting and going 
round again and again
You’ve done one assessment?
We’ve done one assessment, I think we get 18 months now before they come back 
again, but as I say, I gave us a break because you know that my belief is that 
sometimes you can bombard people constantly and they need to reflect sometimes. So 
Christmas is a busy time for everybody, you know, January and February a lot of us 
take time off to recuperate, so March was the ideal to resurrect it. First meeting I just 
really bombarded the team with negative points from 5 months
W hat do you mean?
I collated all the feedback 
From the guest and the review?
The review we passed we’ve done that, but from the guests for 5 months and shared 
that information with the whole team. There was probably 80% positive, and 20% 
negative feedback
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But you only took the negative?
I told them about the positive and I read some positives out but I said: “guys we are 
not here to pat ourselves in the bag we are here to work on the negatives and then I 
shared the negatives with them, some of them had already being dealt with, some of it 
they are going to go away and investigate. The next meeting we will move forward 
again, so we won’t reflect now, I ‘ve told them all, we are will work on anything that 
comes in for the next months, and we will start looking at different standards, we will 
pick something each month to look at, you know, discuss and decide whether or not 
there is, you know. The cross-fertilisation of the groups works really well, because 
people from housekeeping can help food and beverage people from maintenance, help 
everybody. If the maintenance guy sits there and listens to the problems of the 
housekeeper, it helps, it can help everyone.. .phone is ringing...
How do you measure your improvement, how you benchmark you hotel or 
yourselves?
Don’t think we really are at the moment, we have done our first accreditation, I would 
see us now getting back into the throws of working on the programme and then 
possibly when we come around to our next assessment again I would do a pre­
assessment to look at where we were and if you are as strong as we were before, and 
have we improved on the areas that they bothered us on? Because they look for 
evidence and what I did the first time is I sat the team done and said right: Give me 
evidence of this, and different departments were: well we do this, and we do 
this...and we logged all that. So from that you can tell have we improved or haven’t 
we?
How about outside from other companies?
In respect to comparing ourselves to other companies that tends to be done by the 
sales team, and I am quite lucky I eat out quite a bit so I can look it from that point of 
view, so a little bit but that’s probably an area we have to do more of, but where do 
you stop? We can do all these and strength your whole life leaving there. Is just 
balancing it out and making sure we do a bit of everything
Which you change or add something to this process? Is there something missing 
that you would like to see?
Hmm....(long pause) no I haven’t be doing it long enough to be able to add anything, 
everything I have come up against in our days I’ve found a section to put it into, you a 
head in it and a command, so no...no don’t think so. As I said you can pretty much 
box everything in one of them or another, you know you if you want to break them 
down into subcategories you can go on forever, but I think they have covered the 
major
W hat are your thoughts about the future?
Well if I can get the team that I am working now as motivated as the team before then 
I think we will come up with some more positive stuff, cause I believe as I said earlier
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the transit nature of our employees, you constantly have got to re-enthusing, re- 
motivating them to come up with ideas and they have some fabulous ideas you know, 
and to me they are the people that make this programme work, because they can go 
away and talk to their colleagues and they want to be better. The one thing I am 
planning to do is once the statistics from the email research comes in, we will have a 
chart down in the canteen where departments will be able to compete against each 
other, to see which comes the highest responses, so we put a little of competitiveness 
in there to get better. So the customers respond, they say that they give the 
Housekeeping department 99%, they give Food and Beverage 97%, so F&B want to 
get 99%. F ve shown them a few other things, say the whole hotel that they ought to 
bring back
Q4: BEST PRACTICE PERCEPTIONS
The last question would be what do you perceive as best practice in the 
hospitality industry?
Who or what?
Both, from your perspective, your point of view, what is best practice and how 
can this be put in place?
Best practice is different to every guest, is not the same, what somebody expectation 
of their experience in our hotel varies. We have got to be flexible enough to meet their 
expectation if we possible can. ..and
How would you define it, what are the elements that you seek?
Well, we have our standards, which you know, departmentally have been discussed 
and agreed, so really that’s our best practice, when we decided the standard, you 
know, if the standard is the plate and the food is presented only like this to me is best 
practice, that’s how I expect every single one plates to go out, and if we achieve that, 
then we are achieving best practice. You know if every car door gets open by the 
doormen and the guest gets greeted by a smile and a “good afternoon how are you?” 
that’s best practice
You mean consistency in the standards?
Yeah.. .Definitely consistency
And how do you think this can be put in place?
Hmm...it’s picking the right people that enjoy what they are doing and really 
enjoying that they do their job well, they’ve got to have the training support, the 
backup, but at the end of the day, is choosing the right people. You can have... we are 
service industry
You said there is a big turnover in this industry, what the secret to keep the 
employees here?
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I don’t think there is, I don’t think hospitality people when they are young like to stay 
in any one place, because they enjoy the people and movement, is the lights of myself 
when I get to sort to mid 30s and 40s I’ve got a family and a big more stability then I 
stay put, but my team that they are primarily early 20s, you know they want to 
experience the world, they don’t want to stay in one place for too long. So I ask of all 
them 18 months and if they give me 18 months I am over the moon, and I think the 
trick is that though they are moving on their enthusiasm in service to the next person 
that comes along it rushes off to them so that’s a constant motivation to them so 
everybody is in the same personality
Q5: CLOSING STAGE
Is there anything you would like to add, any question I haven’t asked?
No I think we covered pretty much everything
Thank you very much for your time
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Appendix XIV: Activity Theory
The conceptual framework of this study is informed by the contemporary version of 
activity theory modified by the Finnish scholar Engestrom (2001) whose primary 
concern was to illustrate the value of activity system as a “mediatory device”. 
Activity theory provides a conceptual framework that focuses on the interaction of 
human activity within organisational context. Activity theory incorporates the notions 
of mediation, motivation (objective), history, community, rules and level of 
involvement. This study will use this framework to explore the shared practical 
activity of implementing a CIm tool through the mediation of practices used by key 
actors while interacting and coordinating within an organisational community. The 
following section forwards a brief introduction to the principles of activity theory 
(Engestrom, 2001).
Activity theory has evolved through time around three theoretical generations or 
phases (Engestrom, 2001; 1987). Whilst the first phase focused more upon individual 
activity (Vygotsky, 1978), the second added the differentiation between the individual 
and collective activity (Leontiev, 1978) (see Figure 3.5).
Figure 3.5: 1st and 2nd generation of activity theory terminology
Source: Vygotsky (1978:40) Source: Engestrom (1987:40)
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The third, and most recent, development focuses on multiple, interrelated activity 
systems (Figure 3.6). According to Engestrom (2001:139) the third generation activity 
theory is to “acquire new ways o f working collaboratively” and to develop concepts 
and tools “to account for dialogue, multiple perspectives and networks o f these 
intersecting systems” (Engestrom, 2001:135). Such concepts of collaborative and 
collective learning through practices of interaction and problem-solving tools resonate 
with the concept of continuous improvement implementation as a company-wide 
learning process.
Figure 3.6: 3rd generation of activity theory terminology
InstrumentsInstruments
'otentially
object SubjectObjectSubject Object
Rules Community Division of Division of Community Rules
Labour Labour
Source: Engestrom (2001:136)
For this study:
Instrum ents=practices + tools 
Subject= key practitioners 
O bject=goal-oriented activity 
R ules=m oderators and drivers 
Com m unity=perceptions of the people involved 
Division of labour= level o f involvem ent
Potentially shared object between early implementation and late implementation
According to Engestrom (1987) shared activity is practical and directed towards an 
outcome. The context of practical activity (see Figure 3.6) is defined as an activity 
system which entails the subjects (actors) and the goal-oriented activity (object). The 
desired goal of the actor is mediated (enabled/constrained) through the form of 
instruments (material and non-material tools) that actors use within their social and 
structural settings, rules (explicit and implicit norms, requirements and standards that 
implicitly or explicitly regulate the activity system) and division o f labour 
(distribution of tasks and power relationships) (Blackler, 1993). Each of the mediating 
elements is historically and culturally formed and open to further development, 
therefore stability and continuity are crucial to the activity. The relationship between 
the actor and its environment is also a component that influences the activity and thus 
is added to the structure as the ‘community’ or collective structure, i.e. those who
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share the same objective (Nardi, 1996). Another important component is the potential 
‘contradictions’ between the elements of the same activity system, or between the 
interrelated activity systems. According to Engestrom (2001) exposing these 
contradictions into the activity system is very important because they act as initiators 
of further individual and collective processes (Bladder, 1993). In this study the 
contradictions are the perceived challenges within the implementation process.
Bladder (1993) developed also a modified version of Engestrôm’s theory of activity 
in the management field which highlighted the significance of motives, of mediating 
mechanisms in the enactment of the activities, the active nature of participation, the 
relevance of history and the significance of inconsistency and conflict in activity 
systems. Jarzabkowski (2005:43-98) from a s-as-p perspective analysed strategic 
practices in three UK Universities by applying also a modified version of activity 
theory. She constructed a four component activity system framework where the 
organisation is conceptualised as an activity system comprised of the top management 
team as the primary actors, the organisational community(history, culture and other 
actors involved), the practical activities of resource allocation, monitoring and control 
and the strategic practices through which interaction is conducted while strategy 
emerges.
299
Appendices
Appendix XV: Template Analysis Process: initial and revised 
templates.
Creating the initial template
The starting point for constructing an initial template was the interview guide, i.e. the 
set of research questions, probes and prompts used by the interviewer. The main 
questions from the interview guide which were the initiation and implementation 
phase served as higher-order codes and their subsidiary questions were used as lower- 
order codes.
Initiation
awareness source
- trigger(s)/type of need
- potential benefits
- roles 
Implementation phase
- introduction processes 
communication processes
- process roles
- enabling factors
- barriers/challenges
Outcome
- perceived benefits
- lessons learned
- future plans
Innovation initiation and implementation -as was demonstrated in the literature 
review- is conceived as a process that includes activities that lead to the 
adoption/selection as well as activities that facilitate putting an organisational 
innovation in use and continue using it (Damanpour, 1991). The study initially 
followed the two-stage conceptualisation proposed by Rogers (1983) where the 
initiation stage is defined as consisting of all activities leading to the adoption and the 
implementation stage consists of all the activities related to the mutual adaptation of
Appendices
both the innovation into the organisation and the organisation to the change, and 
continued use of the innovation as it becomes a routine practice in the organisation 
(Damanpour, 1991).
Revising the initial template
The analytical process started by uploading the transcribed interviews and the 
assessment reports to NVivoT. This is a computer analysis software package 
developed primarily for retrieving and coding transcribed qualitative data. The task 
for selecting the appropriate computer analysis software was facilitated by attending 
Computer Assisted Qualitative Data Analysis (CAQDAS) workshops.
This initial template which was not sufficiently detailed to serve as an analytical 
template itself was then used to a sub-set of the transcript data (the most experienced 
organisation/user of the tool, an organisation new to the use of the tool and a 
discontinued user of the tool). The analysis started by doing line-by-line open coding 
with “in vivo codes”. The in-vivo codes are identified as “catchy terms” that appear 
out of the data, which is a characteristic of grounded theory (Strauss and Corbin, 
1988) . The researcher initially identified catchy quotes for each of the pre-defined 
category and then within each quote identified the terms that were emphasised by the 
participants.
Having established a sense of the emergent categories the researcher using axial 
coding linked them with the central constructed categories and their subcategories in 
terms of their specific properties and dimensions. These transcript data was also 
examined for potential codes by the study advisors. According to King (2004) this 
collaborative strategy is useful as it forces the researcher to justify the inclusion of 
each code.
Through the examination of these sub-sets of transcripts the initial template was 
revised and constructed as a template and through visual mapping as shown in Figure 
4.8: Second Template Analysis Attempt. As evident the second template is more 
detailed in terms of the micro-activities entailed in each macro-process. It is also 
influenced by context/content/process dichotomies and by a stage-process approach.
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Appendices
Revising the second and third template
While further transcript data were examined the researcher identified the following 
issues: The first issue that had to be tackled had to do with the software analysis tool 
itself. NVivo? although extremely useful for coding and retrieving data instantly or 
linking data with visual process maps, it could not help the researcher to look at the 
whole process instantly. The researcher noticed that while she was using NVivo?, she 
was also gathering the coded quotes manually in data matrices. In other words, she 
was doing double work and therefore had to choose between NVivoT and data 
matrices as a coding tool.
It was realised that at the beginning it was not so important to be able to retrieve data. 
The most important thing was to be able to understand each process for each 
organisation individually by assigning the appropriate quotes to the emerging themes 
and also to have a visual map of it instantly. Although the data matrices with the 
assigned quotes for every single organisation could reach forty-five till sixty pages, 
the researcher could actually scroll down and read through the whole process through 
coded quotes and terms as many times as she needed. Due to the fact that the data 
analysis lasted for months, these data matrices acted as reminders of the whole 
process for every singly organisation just by reading through them. Then the 
researcher could recognise more easily the emerging patterns within each organisation 
and then within each case. Therefore, NVivoT was discarded as an analytical tool and 
the researcher focused on data matrices and visual mapping strategies.
In terms of the template the researcher acknowledged through the analysis that the 
‘contextual characteristics ’ are not something separate, but were elements embedded 
in the process. Therefore, the 'contextual characteristics’ were deleted as a higher- 
order classification code and were replaced by the 'antecedents o f adoption’ as a 
level-one code and as 'drivers’, ‘enablers’ and 'barriers’ as a second order code 
within each macro process as(see Figure 4.9: Third Template Analysis Attempt).
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Another important issue which emerged during the analysis as relevant to the research 
question, but was not covered yet by an existing code was the ‘perceived attributes o f 
the tool itself, and therefore it was necessary to add this as a new second order code 
(see Appendix X for examples of the process of populating the emergence of a sub­
category unsupported by the existing framework.)
While more data transcripts were analysed it was more difficult to find patterns for all 
the micro activities which were overlapping, therefore, the researcher decided to keep 
only the activities that were more dominant to all cases. For example, the adaptation, 
ramping-up and integration were all activities that included the dominant code of 
6communicating-checking the implementation processes’. This enabled the researcher 
to focus on the activities that served important but different goals according to the 
participants’ perceptions. This was also the starting point for minimising the stage- 
approach of the process and shifting to the practiced-approach.
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Appendix XVI: Organisational Development
Managing Organisational Change: Mapping the Dominant Theories
In tackling the management of change three theoretical perspectives seem to dominate
the literature:
■ the management text book approach; influenced by (Lewin, 1952) three-phase 
model of planned change and the Organisational Development perspective,
■ the rational model of change, based on a situational or contingency framework ' 
(prevailed in North America and Australia) and
■ the contextualist approach, based on the processual nature of change (emerged in 
Britain).
Table 3.1: Approaches to Organisational Changes
Frederick Taylor Classic Model 
K urt Lewin
OD Anti-OD Theories: emergent, 
processual, political, institutional, 
cultural, contingency, complexity, 
chaos theories etc.
Focused on one­ Change as clean Change as clean Change as messy, contentious, context-
dimensional view and linear and linear dependent and open-ended, eclectic
of human nature, Three-step model Consensus-based mix from sociology, anthropology,
over-emphasis on for planned and incrementally economics, psychotherapy and natural
individuals change focused approach 
inspired from 
psychology
sciences, post-modernism
Adapted from Bumes as cited in Dawson, 2003:xi-xii
Lewin’s three phase model is widely taught in business departments and management 
schools around the world due to its simplistic design that makes it easier to 
understand. The contingency framework has being significantly applied into a number 
of models developed to explain the relationship between the organisation and its 
environment (Duncan, 1972; Pugh et al, 1969; Lawrence and Lorsch, 1967). The 
processual framework examines change in a way where context, content and process 
of change are core elements to explanations of organisational transition (Clark et al, 
1988; Pettigrew, 1987; Dawson, 1997), and longitudinal qualitative research
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methodologies are most appropriate to the achievement of this objective (Pettigrew, 
1987a:650). A summary of these theories and theoretical models are illustrated below.
The Organisation Development Process
There are two dominant approaches on planned organisational change found on the 
management introductory texts: Kurt Lewin’s three-phase model of planned change 
and the OD approach. The main principles, characteristics and weaknesses of these 
perspectives are outlined in Table 3.2.
K urt Lewin’s three-phase model of change
A classic model of OD was proposed by Kurt Lewin in 1951, commonly referred to as 
the ‘force field’ model (Figure 3.1)
According to Lewin there are two forces in operation in any system; the driving 
forces to change and the restraining forces to change. For change to be successfully 
implemented either the driving forces should be increased or the restraining forces 
should be minimised. It should be noted that the OD approach has been mostly 
focused on reducing the restraining forces rather than reinforcing the driving forces 
(Gray and Starke, 1988: 596- 629; Weisbord, 1988:94). The second change of 
changing in Lewin’s model involves the actual implementation of change and once 
this is completed the final stage promotes the reinforcement of the outcomes, 
evaluates the effectiveness of the change programme and ensures it has been 
embraced from the employees.
The major criticism of this model is its design of stabilizing the steps and solidifying 
what is a dynamic and complex process (Dawson, 1993). Likewise Weisbord has 
argued that this model seems even more inappropriate for organisations operating in 
rapidly changing environments. This study’s approach on best practice adoption does 
not recognise this model as an appropriate framework of capturing any process in time 
and context.
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Desired
Present
Resisting forces
System
equilibrium
Driving forces
Change strategy:
1. Unfreeze
2. Change: reduce resisting forces; increase driving forces
3. Refreeze
Figure 3.1: Lewin’s ‘force field’ model of organisation change
Source: King & Anderson, 1995:138
308
Appendices
Table 3.2: Conventional Approaches to Planned Change
Approaches General Principle Process Steps Criticism
Three-phase 
model of 
planned change 
Kurt Lewin
■ An understanding of 
the critical steps in the 
change process will 
increase the likelihood 
of the successful 
management of change
■ Existence of two sets 
of forces in operation 
within any social 
system; the driving 
forces and the 
restraining forces
■ To bring about change 
you either need to 
increase the strength of 
the driving forces or/and 
decrease the strength of 
the resisting forces
■ Unfreezing: 
recognized need for 
change and unfreeze 
existing attitudes 
and behaviours
■ Changing: actual 
implementation
■ Refreezing: 
Reinforcement of 
desired outcomes 
and an appraisal of 
the effectiveness of 
change and ensure 
that has become 
habitualised
■ The model’s strength of 
being too simple (so easy to 
understand), its is major 
weakness as it presents an 
unidirectional model of 
change
■ By creating an image of a 
need to design in stability 
(refreezing), the model has a 
tendency to solidify what is a 
dynamic process
■ Becomes problematic as 
the rate of market and 
technological change enters a 
state of perpetual transition, 
rather than the ‘quasi- 
stationary equilibrium’ 
(Weisbord, 1988:94)
■ the inability of this model 
to capture the increasing 
requirements of employee 
flexibility and structural 
adaptation to the complex 
nature and dynamics of 
ongoing change____________
Organisational
Development
(OD)
■ a planned change
■ supported by the top 
management
■ attempts to include all 
the members of the 
organisation
■ the objectives of 
change are to improve 
working conditions and 
organisational 
effectiveness and;
■ emphasis is placed on 
behavioural science 
techniques3 which 
facilitates
communication and 
problem solving among 
members (Beckhard, 
1969)_________________
■ Identifying a need 
for change
■ Selecting an
intervention 
technique
■ Gaining up top
management support
■ Planning the
change process
■ Overcoming 
resistance
■ Evaluating the
change process 
(Aldag and Steams, 
1991:724-728)
■ Assumes that there is one 
best way to manage change
that increases organisational 
effectiveness and
performance 
(Ledford et al, 1990:4-6)
■ Fails to account for the 
increasing incidence of 
revolutionary change 
(Dunphy and Stace, 1990:67)
* Focused more on reducing 
the resisting forces rather 
than increasing the driving 
forces (Gray and Starke, 
1988: 596-629; Weisbord, 
1988:94)
Adapted by Dawson (1994: 14-26)
3 ‘the application of behavioural science knowledge in a long-range effort to improve an organization’s 
ability to cope with changes in its external environment and increase its internal problem-solving 
capabilities’ (Huse, 1982:555)
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Organisational Development (OD) Approach
A seven stage model of OD was proposed by Edgar Huse in 1980 based upon Lewin6s
original mode, as shown in Figure.
1. Scouting -  the organisation and OD consultant meet initially to identify and 
discuss the need for change. The organisation explores what skills the consultant 
has to offer; the consultant elicits data on symptoms and systemic manifestations 
of problems needing attention.
2. Entry- the organisation and OD consultant move closer together to agree both a 
business and psychological contract. The psychological contract consists of 
expectations of what each party will give to the other relative to what they expect 
to receive from each other.
3. Diagnosis -  the consultant based upon his or her background knowledge and 
training, diagnoses the underlying organisational problems and specifies a planned 
intervention strategy.
4. Planning- the organisation agrees with the OD practitioner a detailed series of 
intervention techniques, actions and timetable for the change process. Potential 
sources of resistance and reasons for resistance are noted
5. Action- the intervention commences according to the agreed plan. Multiple 
methods may begin simultaneously, or in complex OD programmes a number of 
multi-strand projects may run in parallel.
6. Stabilization and evaluation- refreezing the system equilibrium in Lewin’s (1951) 
model is termed by Huse (1980) as /stabilization’. At this point the newly 
implemented practices, systems and codes of action are routinised into everyday 
usage in the organisation. Following stabilisation, the change process is evaluated 
and its outcomes quantified
7. Termination- the change agent intentionally moves on to another client 
organisation- one disarmingly simple rule of thumb used by change consultants is 
6getting in, getting on and getting out!’. Alternatively, an entirely different OD 
project is commenced within the same host organisation.
Huse’s seven stage model (as cited in King and Anderson, 1995) also has two
feedback loops as shown in Figure 3.2. The first loop relates to situations where
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planned changed has been enacted and modified for some reason. The second 
feedback loop illustrates the situation where a major development project has been 
completed and the OD consultant moves on either to entirely new organisation, or 
anew project within the same organisation.
Figure 3.2: Huse’s model of planned organisation change
Source: King and Anderson, 1995:139
Edgar Huse’s seven-stage 
model (1980)
Kurt Lewin’s force field  
model (1951)
(2) (1)
Scouting 
(change agent and client system 
jointly exploring)
Entry
(development of a mutual 
contact and mutual 
expectations)
Diagnosis 
(identification of specific 
improvement goals)
Planning 
(identification of action and 
steps possible to counter 
resistance change)
Action
(implementation of action
Stabilization and evaluation 
(evaluation to determine 
success of change and need for 
further action or termination)
Termination 
(leaving the system or stopping 
one project and beginning 
another)
Unfreezing
Change
Refreezing
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French (1969) and French and Bell (1983) have summarised the general principles of 
modem OD approaches below:
■ The goal is to improve an organisation’s health and effectiveness
■ The focus of the change effort is on the whole system (whether an organisation or a 
divisional department)
■ The change programme involves planned interventions that are introduced 
systematically.
■ Top-down strategies are applied: that is, change begins at the top of an 
organisation and is gradually applied downward throughout the organisation.
■ Employees at all levels of an organisation must be committed to the change (i.e., 
change must never be forced).
■ Change is made slowly, allowing for the continual assessment of change strategies.
■ Specialist change agents should be used to guide OD programmes.
■ The approach should be interdisciplinary, drawing on behavioural science 
knowledge.
■ OD programmes are based on data, so that choices are made on the basis of 
objective information rather than on the basis of assumptions about what the real 
issues are.
■ The objective is to achieve lasting rather than temporary change within an 
organisation.
■ The OD approach can be used with both healthy and unhealthy organisations.
The OD approach is usually applied in the large companies and usually starts with the 
appointment of an external change agent who intervenes to initiate the process. In the 
smaller companies such process is commenced most likely with the actions of the 
owner/manager and usually without any external involvement.
The OD process follows certain steps and the main criticism comes from its 
assumption that there is one best way to manage that process. In particular the OD 
approach has been accused of ignoring the implementation of systematic programmes 
for each change by letting professional external consultants to lead the process 
following a set of normative prescriptions (Ledford et al, 1990: 4-6). Dunphy and
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Stace (1990:67) also add to the criticism by noting that the OD approach does not take 
into account the occurrence of innovative change which might be more effectively 
conducted by coercive top-down strategies of change. The promotion of best practices 
is also considered as a type of change induced from a natural or planned process 
which steps cannot be determined or predicted. Hence the OD approach is not 
considered appropriate for this study’s organisational change perspective.
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